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CHAPTER  1 


INTRODUCTION 

After  13  separate  inquiries  in  to  various  aspeets  of  our  treatment  of  our 
people  over  the  last  15  years,  I  am  eommitted  to  faeing  up  to  this  issue  in  the  most 
open  and  honest  way  we  ean. 

One  of  the  best  ways  to  aehieve  this  is  to  faeilitate  analysis  and  discussion 
on  matters  of  Army’s  culture. 

—  Lieutenant  General  David  Morrison,  Chief  of  Army,  October  2013 

Purpose 

The  purpose  of  this  study  is  to  investigate  if  Pathway  to  Change-thQ  current 
culture  change  program  of  the  Australian  Defence  Force  (ADF)-effectively  addresses 
both  formal  and  informal  elements  of  the  organization’s  culture.  It  identifies  the 
difference  between  the  two  elements  and  presents  academic  work  on  culture  change  that 
identifies  that  both  need  to  be  addressed  for  organizational  culture  change  to  be  effective. 
The  study  contends  that  adopting  a  systems-based  approach  provides  a  proven  method  for 
changing  both  formal  and  informal  levels  of  organizational  culture.  The  study  then  tests 
whether  the  ADF’s  Pathway  to  Change  program  properly  addresses  both  the  formal  and 
informal  levels,  and  if  it  is  employing  a  systems-based  approach.  Given  that  these  two 
factors  are  widely  accepted  by  culture  change  theorists  as  being  effective  means  to 
deliver  organizational  culture  change,  this  study  provides  insights  into  the  likely 
effectiveness  of  the  ADF’s  Pathway  to  Change  program. 

Background 

In  March  2012,  the  Secretary  of  the  Australian  Department  of  Defence  and  the 
Chief  of  the  Defence  Force  released  Pathway  to  Change:  Evolving  Defence  Culture.  This 
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document  was  “the  beginning  of  a  5  year  program  of  integrated  and  far  reaehing  efforts 
to  taekle  our  eultural  ehallenges  at  their  roots”  (Department  of  Defence  (Australia) 

2012e,  Premable).  The  plan  for  aetion  outlined  in  the  doeument  drew  together  over  160 
reeommendations  from  eight  separate  reviews  into  ADF  culture  and  behavior.  A  further 
21  reeommendations  were  added  to  the  program  in  August  2012  with  the  release  of  part 
two  of  the  Broderick  Review  into  the  treatment  of  women  in  the  ADF  (Australian  Human 
Rights  Commision  2012).  In  Mareh  2013,  the  Chief  of  the  Defenee  Foree  wrote  an 
update  eommending  the  release  of  Pathway  to  Change,  stating  that  48  of  the  160 
reeommendations  had  been  “elosed  out”  and  another  110  were  “underway”  (Chief  of  the 
Defenee  Foree  (Australia)  2013).  In  Oetober  2013,  the  Cultural  Reform  Steering 
Committee,  set  up  to  oversee  implementation  of  the  ehange,  reported  that  of  the  160 
original  recommendations,  21  were  “closed,”  94  were  “eompleted,”  and  the  remaining  45 
had  “eommeneed.”  The  report  reads  as  an  impressive  eheeklist  of  the  efforts  being  made 
to  reform  ADF  eulture  (Department  of  Defence  2013). 

These  elaims  that  signifieant  progress  is  being  made  in  reforming  ADF  culture 
have  been  overshadowed  by  reports  of  eontinued  oases  of  systemic  unacceptable 
behavior  within  the  ADF  being  widely  reported  in  the  Australian  media.  One  report 
revealed  a  long-running  sex  soandal  involving  a  group,  oalling  themselves  the  “Jedi 
Counoil,”  who  produoed  and  distributed  sexually  explioit  material  on  offioial  email 
systems.  The  announoement  of  the  investigation  into  this  inoident  by  the  Chief  of  Army, 
Lieutenant  General  David  Morrison,  came  with  the  unprecedented  publio  admission  by  a 
senior  serving  offioer  that  these  actions  were  “symptoms  of  a  systemic  problem”  in  ADF 
eulture  (Morrison  2013d).  Another  reported  inoident  of  unaooeptable  behavior  at  the 
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Australian  Defence  Force  Academy  (ADFA)  escalated  media  reporting  into  the  Academy 
when  it  was  revealed  that  one  of  the  cadets  under  investigation  also  had  been  involved  in 
the  “ADFA  Skype  scandal”  (Box  2013),  which  had  been  a  catalyst  for  the  raft  of  ADF 
investigations  into  culture.  Such  behavior  has  not  been  confined  to  Army.  In  November 
2013,  reports  emerged  of  claims  of  systemic  hazing  and  sexual  assaults  occurring 
onboard  HMAS  Ballarat  (ABC  News  2013).  The  continued  revelations  of  unethical 
behavior  highlight  both  the  depth  of  the  issues  within  the  ADF  and  the  importance  of 
realizing  cultural  change  within  the  organization. 

Pathway  to  Change  drew  recommendations  from  eight  different  reports.  Of  these. 
Major  General  C.W.  Orme’s  2011  review.  Beyond  Compliance:  Professionalism,  Trust 
and  Capability  in  the  Australian  Profession  of  Arms,  most  broadly  examines  the  root 
cause  of  incidents  of  inappropriate  behavior  that  reflect  poorly  upon  elements  of  the 
organizational  culture  of  the  ADF.  The  other  seven  reports  focus  narrowly  on  issues, 
often  in  isolation  from  each  other,  and  as  a  result  appear  to  recommend  new  processes, 
new  bureaucratic  systems  and  new  rules  designed  to  improve  organizational  culture  only 
within  the  isolated  areas  of  the  specific  review.  In  Beyond  Compliance,  Major  General 
Orme  applies  a  liberal  interpretation  to  his  terms  of  reference  and  includes  an  analysis  of 
the  ADF’s  previous  attempts  to  resolve  “deeply-rooted  cultural  issues”  (Orme  2011,  15). 
He  notes  that  previous  attempts  to  reform  ADF  culture  have  “been  essentially  procedural, 
resulting  in  a  table  of  recommendations  each  of  which  is  then  individually  implemented 
over  time.”  He  recommends  that  to  avoid  repeating  these  mistakes  the  ADF  should  “take 
a  wider,  strategic  and  systems-based  view  of  improvement  and  cultural  change”  (Orme 
2011,  15).  The  recommendation  is  acknowledged  in  the  body  of  the  Pathway  to  Change 
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report.  However,  21  of  the  52  pages  of  the  Pathway  to  Change  report  take  the  form  of  a 
table  of  reeommendations,  whieh  are  adopted  as  the  ADF’s  “Implementation  Plan”  for 
culture  change. 

Major  General  Orme  does  not  specifically  define  “systems-based  view”  to 
cultural  change  in  Beyond  Compliance,  however  the  conclusions  and  recommendations 
of  the  report  urge  changes  to  the  core  values  of  the  ADF  and  the  way  these  are  expressed, 
taught  and  socialized.  The  recommendations  aim  to  remediate  and  prevent  misconduct  by 
members  of  the  ADF.  While  it  does  not  use  the  precise  language  of  cultural  change  used 
by  noteworthy  academics,  the  report  represents  a  clear  understanding  of  the  need  to  view 
the  ADF  as  a  soft  system  in  which  changes  to  organizational  culture  offer  a  means  to 
influence  the  ethical  conduct  of  ADF  members. 

As  noted  above.  Pathway  to  Change  adopted  many  of  the  recommendations  of 
Beyond  Compliance.  However,  reading  the  two  documents  raises  the  question  of  whether, 
in  the  process  of  the  compiling  recommendations  from  eight  different  reports,  the  authors 
of  Pathway  to  Change  missed  the  key  point  of  Major  General  Orme’s  argument  in 
Beyond  Compliance,  that  previous  attempts  to  change  ADF  culture  by  bureaucratically 
compiling  action  lists  of  administrative  and  legal  changes  failed  to  affect  the  cultural 
change  necessary  to  prevent  further  episodes  of  unethical  behavior.  Instead  Beyond 
Compliance  urged  a  more  systematic  approach  to  reducing  unethical  behavior  by 
addressing  ADF  culture  at  its  roots.  Orme’s  key  recommendation  for  a  systems-based 
approach  acknowledged  that  previous  attempts  to  change  ADF  culture  to  improve  ethical 
behavior  through  an  overly  bureaucratic  approach  had  not  been  successful.  His  argument 
can  logically  be  developed  to  conclude  that,  if  in  the  future  the  ADF  applies  similar 
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measures  in  its  attempts  to  ehange,  as  it  has  in  the  past,  it  is  unlikely  to  realize  effective 
change.  Stated  more  bluntly,  it  can  be  extrapolated  from  Major  General  Orme’s  argument 
that,  if  the  ADF  fails  to  take  a  systems-based  approach  to  cultural  change,  its  efforts  are 
likely  to  be  ineffective  in  reforming  ADF  culture  to  any  extent  that  ethical  behavior  is 
significantly  improved. 

This  thesis  examines  whether  or  not  the  current  ADF  culture  change  program- 
Pathway  to  Change-has  adopted  the  recommended  systems-based  approach  to  culture 
change.  In  doing  so,  it  examines  Australian  military  culture,  including  the  relationship 
between  formal  espoused  organizational  values  and  culture  and  the  informal  culture  of 
sub-groups  and  individuals  within  the  ADF.  It  uses  accepted  academic  models  to  test  if 
Pathway  to  Change  is  adopting  a  systems-based  approach  that  is  likely  to  effectively 
change  formal  and  informal  elements  of  ADF  culture. 

Primary  Research  Question 

Does  Pathway  to  Change-i\iQ  ADF’s  current  culture  change  program-effectively 
address  both  the  formal  and  informal  elements  of  ADF  culture? 

Secondary  Research  Questions 

Secondary  Research  Question  1  A:  What  insights  does  academia  offer  into  the  role 
of  formal  and  informal  organizational  culture  in  implementing  effective  culture  change? 

Secondary  Research  Question  IB;  Does  the  ADF’s  Pathway  to  Change  program 
address  both  the  formal  and  informal  elements  of  organizational  culture  presented  in 
relevant  academic  studies? 
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Secondary  Research  Question  2A;  What  insights  does  academia  provide  into  the 
versatility  of  systems-based  approaches  in  affecting  culture  change  by  addressing  both 
the  formal  and  informal  elements  of  an  organization’s  culture? 

Secondary  Research  Question  2B;  Does  the  ADF’s  Pathway  to  Change  program 
apply  a  systems-based  approach  as  described  in  academic  research  methodology? 

Outline  of  Research 

Chapter  1  provides  an  introduction  to  this  research  and  a  background  to  the 
reasons  for  examining  if  Pathway  to  Change  is  addressing  both  the  formal  and  informal 
components  of  the  organization’s  culture  by  applying  a  systems-based  approach.  It 
outlines  the  research  and  explains  how  this  thesis  is  structured. 

Chapter  2  is  a  literature  review  that  covers  four  areas.  It  first  considers  the  limited 
academic  assessments  of  the  ADF’s  current  culture  change  policy.  Second,  it  surveys 
work  that  attempts  to  define  Australian  military  culture.  It  then  reviews  the  body  of 
academic  work  regarding  culture  change  in  two  parts.  This  final  section,  in  addressing 
research  questions  1 A  and  2 A,  focuses  on  works  that  consider  the  relationship  between 
formal  and  informal  organizational  culture,  and  on  the  various  systems-based  approaches 
to  culture  change. 

Chapter  3  describes  the  research  methodology  used  in  this  thesis  to  assess  if 

Pathway  to  Change  effectively  addresses  both  the  formal  and  informal  levels  of  the 

ADF’s  culture.  The  chapter  explains  how  the  academic  models  reviewed  in  chapter  2  will 

be  used  as  the  basis  of  this  assessment  in  chapter  4.  It  also  notes  that,  while  broader 

academic  work  informs  this  paper,  the  two  key  models  used  to  assess  Pathway  to  Change 

in  research  questions  IB  and  2B  are,  respectively,  Linda  Trevino  and  Katherine  Nelson’s 
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“Multisystem  Ethical  Culture  Framework,”  and  Peter  Checkland’s  “Soft  System 
Methodology.” 

Chapter  4  presents  the  findings  regarding  the  primary  research  question  and 
secondary  research  questions  IB  and  2B.  It  concludes  that  the  ADF’s  cultural  change 
policies  are  effectively  addressing  formal  elements  of  its  culture,  but  are  not  as 
comprehensively  dealing  with  its  informal  culture. 

Finally,  chapter  5  offers  an  interpretation  of  the  findings  in  chapter  four  and 
discusses  their  relevance  to  understanding  the  challenges  involved  in  implementing 
culture  change  in  the  ADF.  It  also  offers  recommendations  for  further  research  and  for 
ADF  action. 


Definitions 

Appropriate  definitions  provided  in  ADF  publications  and  reviews  have  been 
adopted  for  the  purpose  of  this  report  in  order  to  avoid  ambiguity  when  discussing  such 
documents. 

Culture:  The  definition  of  culture  provided  in  Beyond  Compliance  is  accepted  for 
use  in  this  thesis  for  consistency.  It  was  drawn  from  respected  academics  in  the  field  of 
organizational  change,  including  Geert  Hofstede  and  Edgar  Schein:  “A  set  of  shared 
mental  assumptions  that  guide  interpretation  and  action  in  groups  and  organisations  by 
defining  appropriate  or  acceptable  behavior  for  various  situations;  habitual  behavior  in 
response  to  characteristic  organisational  problems  and  situations.  Culture  is  to  an 
organisation  as  personality  and  character  is  to  an  individual.  Culture  is  commonly  seen  as 
holistic,  historically  determined,  socially  constructed,  difficult  to  measure,  and  difficult  to 
change”  (Orme  2011,  45). 
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Ethical  Culture:  The  definition  of  ethieal  eulture  is  again  adopted  from  Beyond 
Compliance  and  used  for  eonsistency:  “A  set  of  habitual  praetiees  that  act  in  concert  both 
to  promote  ethieal  eonduet  and  to  militate  against  the  oeeurrenee  of  ethieal  ineidents  and 
ethieal  failures.  There  are  three  main  elements  of  sueh  ethieal  culture:  self-regulation, 
self-eorreetion,  and  self-leam”  (Orme  2011,  46).  Detailed  definitions  of  these  three 
eomponents  of  ethical  culture  are  provided  in  Beyond  Compliance. 

Formal  Organizational  Culture:  The  beliefs  and  values  of  an  organization  as 
expressed  in  formal  doeuments  and  by  key  leaders.  A  detailed  discussion  of  formal 
organizational  culture  is  provided  in  ehapter  2. 

Informal  Organizational  Culture:  The  true  values  and  pereeived  beliefs  of 
members  or  groups  within  an  organization.  These  are  often  expressed  through  “informal 
norms,  heroes,  rituals,  myths,  and  stories”  (Trevino  and  Nelson  2004). 

Soft  Systems  Methodology:  A  model  for  aetion-based  researeh  developed  by 
Peter  Cheekland.  It  aeeepts  that  systems  are  representational  eonstructs  of  real  world 
entities.  The  method  is  designed  to  analyze  eomplex  situations  by  framing  a  “problematie 
situation”  in  sueh  a  manner  that  it  faeilitates  organizational  learning  by  enabling  full 
eonsideration  of  divergent  views-referred  to  as  “worldviews”  (Cheekland  and  Poulter 
2010).  Soft  Systems  Methodology  is  examined  in  greater  detail  in  ehapter  2. 

Systems-Based  Approaeh:  A  systems-based  approaeh  is  the  applieation  of 
“systems  thinking”  (defined  below),  generally  applied  through  one  or  more  systems- 
based  methodologies  or  approaehes  to  develop  an  understanding  of  a  situation  or  to 
attempt  to  improve  a  situation.  Further  discussion  of  system-based  approaches  is  ineluded 
in  ehapter  2. 
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Systems  Thinking:  Martin  Reynolds  and  Sue  Holwell  offer  a  contemporary  and 
suitable  definition:  “A  way  of  looking  at  (and  making  sense  of)  the  world.  It  is  based  on 
an  understanding  that  if  one  considers  a  situation  as  a  whole,  rather  than  focusing  on  its 
component  parts,  then  there  are  properties  which  can  be  observed  which  cannot  be  found 
simply  from  the  properties  of  the  component  parts”  (Reynolds  and  Holwell  2010,  8). 

Limitations 

This  thesis  limits  its  scope  to  examining  ADF  cultural  change  as  it  impacts  on  the 
ethical  behavior  and  conduct  of  ADF  members.  It  examines  the  possible  impact  of 
broader  organizational  culture  change  issues,  but  only  where  they  influence  ethical 
culture,  behavior,  and  conduct.  In  doing  so,  the  thesis  acknowledges  that  the  systemic 
nature  of  culture  means  that  a  broad  range  of  variables  influence  culture,  and  therefore 
the  ethical  behavior  and  conduct  of  individuals  and  groups  within  the  ADF. 

The  thesis  considers  culture  change  in  the  ADF  as  a  whole  and  acknowledges  that 
the  Pathway  to  Change  program  by  its  very  nature  addresses  the  entire  ADF.  To  confine 
this  study  to  a  manageable  scope,  however,  where  examples  are  required,  the  paper 
focuses  largely  upon  the  Australian  Army  and  ADFA.  The  fact  that  there  is  more  written 
material  available  on  the  culture  of  the  Australian  Army  than  the  other  two  services,  as 
well  as  the  author’s  personal  experience  as  an  Army  Officer,  make  the  Army  a  logical 
point  of  focus  for  the  study.  ADFA  provides  another  obvious  focal  point  for  this  study 
because  of  the  significant  number  of  reviews  that  have  been  conducted  into  its  culture 
since  its  recent  establishment  in  1986. 

The  nature  of  the  informal  culture  of  small  groups  (sub-systems)  within  the  ADF 

is  such  that  it  is  constantly  evolving  and  difficult  to  define  from  outside  of  the  small 
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group.  As  an  officer,  the  author’s  Army  cultural  experiences  and  perspeetive  are  likely  to 
be  somewhat  different  to  those  of  an  enlisted  soldier.  As  an  infantry  officer,  the  author 
has  also  had  limited  exposure  to  the  other  services,  and  to  the  insular  Special  Forces 
eommunities.  Additionally,  while  the  author  attended  ADFA,  the  fact  that  he  graduated  in 
the  class  of  2000  limits  the  value  of  his  personal  experience  in  understanding  the 
eontemporary  cultures  that  exist  at  the  Aeademy. 

The  researeh  for  this  thesis  has  been  restricted  to  unclassified  doeuments.  This 
plaees  limitations  on  the  ability  to  determine  fully  the  background  to  published  official 
documents,  ineluding  the  omission  of  issues  or  ideas  from  formal  publieations  and  policy 
documents.  Perception  in  deeision-making  is  unavoidable;  ideas  may  indeed  have  been 
considered  by  policy  drafters  but  either  discarded  or  considered  unsuitable  or 
unimportant  for  publieation.  The  impact  of  this  is  exacerbated  by  established  ADF  policy, 
or  perception  of  poliey,  that  restricts  its  members  from  publieally  expressing  opinions 
without  organizational  endorsement.  This  issue  is  discussed  in  detail  in  chapter  2. 

The  size  of  the  ADF  means  that  any  attempt  to  look  at  informal  organizational 
eulture  from  a  systems-based  perspective  requires  an  acknowledgement  that  a  huge 
number  of  sub-systems  exist  within  the  broader  ADF  system,  and  indeed  within  the  sub¬ 
systems  themselves.  This  plaees  an  obvious  limitation  on  research  in  that  it  is  not 
possible  to  investigate  or  even  identify  all  of  these  sub-systems.  This  study,  therefore, 
foeuses  on  examining  the  extent  to  whieh  the  formal  and  informal  elements  of  these 
cultures  have  been  identified  and  addressed  by  Pathway  to  Change. 
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Scope 

The  thesis  briefly  considers  the  historical  development  of  ADF  culture  in  an 
attempt  to  understand  the  importance  of  its  informal  nature.  However,  in  order  to  limit 
the  scope  to  a  manageable  timeframe,  it  only  considers  the  eultural  ehange  programs  and 
reviews  that  have  been  used  to  direetly  inform  Pathway  to  Change.  In  meeting 
submission  deadlines,  the  thesis  limits  its  consideration  of  new  ADF  policy  or  documents 
on  culture  change  programs  released  up  to  November  1st,  2013. 

Signifieance  of  Study 

This  thesis  is  signifieant  because  the  ADF  is  currently  committed  to  an  extensive 
program  of  eultural  change.  The  ADF  is  undertaking  a  review  of  its  values  and  behaviors, 
including  broad  consultation  to  inform  the  refinement  of  these.  The  internationally 
reported  publie  statement  by  the  Chief  of  the  Australian  Army  on  June  13,  2013,  that  the 
ADF  has  a  “systemic  problem”  with  its  culture,  highlights  the  relevanee  of  study  in  this 
area  (Morrison  2013d).  This  public  announcement  by  the  Chief  of  Army  to  address 
behavior  of  Australian  Army  members  was  delivered  more  than  a  year  after  the  release  of 
Pathway  to  Change.  It  was  triggered  by  an  incident  that  seriously  breeehed  the  behavioral 
standards  espoused  by  the  document.  That  such  a  senior  officer  described  the  eultural 
problems  as  systemic  suggests  that  senior  leadership  may  have  come  to  assess  the  depth 
of  cultural  issues  in  the  ADF  as  being  more  entrenched  than  they  acknowledged  when 
Pathway  to  Change  was  released  in  Mareh  2012.  Changing  the  organization’s  ethical 
culture  clearly  remains  a  priority  for  ADF  leadership. 

This  thesis  contributes  to  understanding  the  nature  and  ehallenges  of  ethical 

cultural  change  in  the  ADF.  In  partieular,  it  evaluates  whether  the  ADF’s  eulture  change 
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program,  Pathway  to  Change,  is  addressing  both  the  formal  and  informal  levels  of  culture 
by  employing  a  systems-based  approach.  It  tests  if  Pathway  to  Change  is  employing  the 
methods  identified  as  best  practice  from  academic  research  in  its  attempts  to  improve 
ethical  behavior  in  the  ADF.  In  doing  so  it  may  inform  the  ongoing  development  of  the 
Pathway  to  Change  program,  and  other  future  culture  change  initiatives  in  the  ADF. 

Summary 

This  chapter  introduces  this  thesis,  which  examines  if  Pathway  to  Change-the 
ADF’s  current  culture  change  program-is  effectively  addressing  both  the  formal  and 
informal  elements  of  the  organization’s  culture.  It  also  defines  the  area  of  research  and 
key  terms  to  be  used  within  this  study.  It  describes  the  background  to  the  study  and 
explains  the  value  in  examining  the  methods  applied  to  ethical  culture  change  in  the 
ADF,  given  its  current  high  priority  to  ADF  leadership. 

Chapter  2 — a  literature  review — considers  the  limited  academic  work  that  has 
reviewed  ADF  culture  change  policy  and  briefly  surveys  attempts  to  define  ADF  culture. 
As  well,  it  examines  some  relevant  academic  models  of  organizations’  formal  and 
informal  cultures  and  the  systems-based  models  used  to  facilitate  culture  change  in  large 
organizations. 
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CHAPTER  2 


LITERATURE  REVIEW 

The  ADE’s  tendency  in  reacting  to  organizational  failures  and  poor  behaviour  is 
to  focus  on  changes  to  administrative  procedures  and  processes.  This  is  despite 
the  fact  that  many  reports  allude  to  the  need  for  cultural  change.  The  usual 
response  has  been  essentially  procedural,  resulting  in  a  table  of  recommendations 
each  of  which  is  then  individually  implemented  over  time.  This,  however,  is  not  a 
reliable  strategy  for  cultural  change,  with  the  combined  effect  of  individual 
recommendations  often  falling  short  of  the  overall  intent.  It  follows  that,  while  the 
ADE  must  be  heedful  of  the  need  to  improve  in  specific  areas,  it  must  also  take 
wide,  strategic  and  systems-based  view  for  improvement. 

—  Major  General  C.  W.  Orme,  Beyond  Compliance 


Introduction 

The  purpose  of  this  thesis  is  to  investigate  if  Pathway  to  Change-i\\Q  ADE’s 
current  culture  change  program-effectively  addresses  both  the  formal  and  informal 
elements  of  the  organization’s  culture.  It  identifies  the  difference  between  formal  and 
informal  organizational  culture,  and  presents  academic  work  on  culture  change  that 
indicates  that  effectively  changing  an  organization’s  culture  requires  both  of  these  levels 
to  be  addressed.  The  thesis  also  explains  that  a  systems-based  approach  provides  a  proven 
method  for  changing  both  formal  and  informal  level  of  an  organization’s  culture.  The 
review  then  leads  to  propositions  about  whether  the  ADE’s  Pathway  to  Change  program 
is  addressing  both  the  formal  and  informal  levels  of  its  culture,  and  if  it  is  employing  a 
systems-based  approach  in  doing  so.  Given  that  these  two  factors  are  widely  accepted  by 
cultural  change  experts  as  being  an  effective  means  of  delivering  organizational  culture 
change,  this  review  aims  to  provide  insights  into  the  likely  effectiveness  of  the  Pathway 
to  Change  program.  This  second  chapter  provides  a  review  of  the  literature  that  is 
relevant  to  this  subject. 
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This  literature  review  is  structured  in  four  parts.  First,  it  considers  the  limited 
academic  work  available  that  examines  culture  change  in  the  ADF  and,  in  particular, 
work  that  assesses  Pathway  to  Change.  Through  necessity  this  section  draws  largely  on 
articles  published  in  the  Australian  Army  Journal  2013,  Special  Culture  Edition.  Second, 
it  considers  studies  that  attempt  to  define  ADF  and  Australian  Army  culture,  with  a  focus 
on  those  that  identify  elements  of  the  informal  culture  of  these  organizations.  Third,  the 
chapter  answers  secondary  research  question  1  A- What  insights  does  academia  offer  into 
the  role  of  formal  and  informal  organizational  culture  in  implementing  effective  culture 
change?  This  question  is  answered  by  reviewing  relevant  academic  work  that  considers 
the  impact  of  the  role  of  formal  and  informal  cultures.  It  finds  that  Linda  Trevino  and 
Katherine  Nelson’s  “Multisystem  Ethical  Culture  Eramework”  m  Managing  Business 
Ethics  (2011)  is  the  most  appropriate  model  to  apply  in  examining  the  ADE’s  ethical 
culture  change  programs.  Einally,  the  chapter  considers  secondary  research  question  2A- 
What  insights  does  academia  provide  into  the  versatility  of  systems-based  approaches  in 
affecting  culture  change  by  addressing  both  the  formal  and  informal  elements  of  an 
organization’s  culture?  This  question  is  answered  by  considering  the  key  academic  works 
on  systems-based  approaches  to  culture  change.  It  concludes  that  Peter  Checkland’s  “Soft 
System  Methodology”  is  an  appropriate  model  against  which  to  test  if  Pathway  to 
Change  is  employing  a  systems-based  approach. 


Academic  Assessment  of  Pathway  to  Change 
Given  the  increasing  focus  on  implementing  ethical  cultural  change  in  the  ADE, 


there  has  been  surprisingly  little  academic  effort  dedicated  to  the  examination  of  the 


challenges  of  implementing  such  change.  Outside  of  official  reports,  no  meaningful 
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academic  attempt  to  evaluate  Pathway  to  Change  against  proven  models  for 
implementing  organizational  eultural  change  has  yet  been  conducted.  The  reluetance  of 
academics  to  contribute  to  this  debate  is  difficult  to  explain  but  could  possibly  be 
attributed  to  the  relatively  short  period  of  time  that  has  elapsed  sinee  the  most  serious 
failings  in  ADF  ethical  culture  have  eome  to  light.  Additionally,  academics  without 
personal  experience  of  military  service  might  consider  that  it  would  be  diffieult  to  gain 
the  aceess  and  aeeeptance  required  to  properly  evaluate  changes  in  informal  military 
eulture. 

The  general  failure  of  ADF  members  to  contribute  in  a  scholarly  manner  to  this 
topie  may  be  a  symptom  of  a  cultural  trait  that  discourages  public  expression  of  opinions 
that  are  controversial  or  contradictory  to  official  policy.  Dr.  Albert  Palazzo  presents  a 
eonvineing  argument  in  his  2012  article,  “The  Future  of  War  Debate  in  Australia:  Why 
has  there  not  been  one?  Has  the  need  for  one  now  arrived?”.  Palazzo  eontends  that 
eultural,  bureaucratie  and  operational  impediments  exist  within  the  ADF  that  prevent  its 
members  from  contributing  openly  to  important  debates  about  the  future  of  the 
organization.  The  debate  on  the  impaet  of  ADF  culture  on  the  willingness  and  ability  of 
members  of  the  ADF  to  freely  eonsider  issues  of  importanee  to  the  organization  is  further 
discussed  later  in  this  chapter.  Another  reason  may  be  a  lack  of  scholarly  training  or 
available  time  among  serving  personnel  to  contribute  to  this  debate. 

Major  General  Orme  identified  the  lack  of  scholarly  work  conducted  by  the  ADF 
in  Beyond  Compliance  and  reeommended  that  “appropriate  scholarly  research  and 
research  institutions  be  sponsored  and  fostered  .  .  .  under  the  management  and  oversight 
of  the  Australian  Defence  College”  (Orme  2011,  44).  This  recommendation  was  aeeepted 
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in  Pathway  to  Change,  and  the  Centre  for  Defenee  Researeh  established  at  the  Australian 
Defenee  College.  The  Centre,  however,  has  not  been  operating  long  enough  to  judge 
whether  it  will  be  allowed  the  aeademie  freedom  required  to  make  a  meaningful 
eontribution  to  sensitive  issues  on  ADF  eultural  ehange. 

Australian  Army  Journal-20\3  Culture  Edition 
The  forums  that  do  allow  relatively  liberal,  albeit  institutionally  edited,  debate  on 
topics  of  professional  military  interest  are  the  ADF  and  individual  service  journals.  The 
2013  Winter  Edition  of  the  Australian  Army  Journal  was  dedicated  entirely  to  the  subject 
of  culture.  Encouragingly  it  received  a  large  number  of  submissions  from  academics, 
public  servants,  and  serving  and  retired  Army  officers  and  non-commissioned  officers. 
The  Chief  of  Army’s  foreword  encouraged  debate,  stating; 

After  13  separate  inquiries  into  various  aspects  of  our  treatment  of 
our  people  over  the  last  15  years,  1  am  committed  to  facing  up  to  this  issue  in 
the  most  open  and  honest  way  we  can. 

One  of  the  best  ways  to  achieve  this  is  to  facilitate  analysis  and 
discussion  on  matters  of  Army's  culture.  (Morrison  2013a,  7) 

Although  the  journal  received  a  significant  number  of  contributions,  only  a  few  articles 

specifically  considered  the  effectiveness  of  current  ADE  culture  change  policy.  Others 

made  a  notable  contribution  to  understanding  the  culture  of  the  Australian  Army.  While 

there  was  some  commentary  on  specific  ADE  policies,  the  edition  did  not  include  many 

measured  attempts  to  assess  the  likely  impact  of  Pathway  to  Change. 

In  the  journal  the  Chief  of  Army  identified  a  major  challenge  in  effectively 

changing  the  culture  within  the  Australian  Army:  “there  is  undeniable  evidence  that  the 

same  warrior  culture  that  has  built  our  small  teams,  and  equipped  them  to  withstand  the 
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shock  of  combat,  has  been  distorted  by  some  people  and  used  to  justify  bullying, 
harassment  and  intimidation”  (Morrison  2013  a,  6).  This  statement  highlights  that  the 
same  elements  of  eulture,  whieh  are  entirely  appropriate  values  of  the  Australian  Army, 
may  be  interpreted  and  applied  in  an  entirely  inappropriate  manner  by  some  of  the  sub- 
eultures  of  the  organization.  Riehard  Hughes,  a  retired  offieer,  also  highlighted  this  issue 
in  his  eontribution,  though  questioned  whether  the  cultural  changes  needed  to  ensure  that 
the  Army  workplaee  refleeted  soeietal  norms  eould  be  aehieved  without  eompromising 
the  “feroeity”  required  to  produee  effective  “warriors”  for  the  battlefield  (Hughes  2013). 

The  artiele  in  the  journal  by  Lanee  Corporal  Hannah  Evans  “Steyrs  and  Sheilas: 
The  Modem  Role  of  Women  in  the  Australian  Army”  most  directly  questioned  the  likely 
effeetiveness  of  eurrent  ADF  poliey  on  eultural  ehange.  She  foeused  on  the  Review  into 
the  Treatment  of  Women  in  the  ADF,  questioning  whether  the  recommendations  of  the 
report  provided  “value  for  poliey.”  While  aeknowledging  the  eomprehensiveness  of  the 
review,  Evans  eoneluded  that  “it  failed  to  address  the  overriding  issue  that  the  Army  is 
required  to  be  an  offensive  and  defensive  foree.”  She  suggested  that  “implementation 
should  be  gradual  and  eonsidered  lest  it  be  eompromised  by  aecusations  of  tokenism  and 
gender  norming”  (H.  Evans  2013,  53).  These  eomments,  eoming  from  within  the  ranks, 
reflect  a  practical  understanding  of  the  impact  of  informal  culture  in  attempts  to 
implement  formal  poliey  ehanges.  Additionally,  Evans’  artiele  refleets  a  willingness  to 
artieulate  a  eonsidered  intelleetual  eontribution  to  the  debate  on  eulture  ehange,  in  itself 
demonstrating  the  ehanging  nature  of  culture  emerging  in  the  Australian  Army  and 
boding  well  for  Army’s  future. 
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A  number  of  articles  in  the  journal  made  significant  contributions  to  recognizing 
and  understanding  the  existence  of  niche  sub-cultures  within  Army.  These  included; 
Captain  Dominic  Lopez’s  commentary  on  homosexuality  in  the  Australian  Army  (Lopez 
2013);  Lieutenant  Colonel  Charles  Knight’s  consideration  of  the  challenge  of  sexuality 
and  sexual  interaction  in  mixed  teams  (Knight  2013);  and  Lieutenant  Colonel  Phillip 
Hoglin’s  article  on  future  religious  diversity  in  the  Australian  Army  (Hoglin  2013).  These 
authors  demonstrated  a  clear  understanding  that  within  the  Army  there  are  many  different 
sub-cultures  that  interact  to  create  the  overall  culture  of  the  Australian  Army-itself  a  sub¬ 
culture  within  the  ADF. 

Lieutenant  Colonel  Skinner  and  Chloe  Diggins’  article,  “Family  Friendly  Army- 
First  Class  Policy,  Second  Class  Implementation,”  made  a  measured  effort  to  assess  the 
challenges  of  implementing  Army’s  policies.  As  the  article’s  title  suggests,  the  authors 
argue  that  the  Army  has  good  formal  family  friendly  policies  but  that  these  policies  do 
not  fully  achieve  the  desired  outcome  when  implemented.  While  some  of  their 
recommendations  called  for  administrative  or  procedural  changes  to  improve  outcomes, 
the  authors  also  recognized  that  informal  culture  can  prevent  formal  policy  from  being 
implemented  effectively.  As  an  example,  they  used  survey  responses  to  demonstrate  that 
an  informal  culture  of  “presenteeism”  had  impeded  the  introduction  of  flexible  working 
arrangements.  Where  flexible  work  arrangements  had  been  adopted,  the  authors  showed 
that  those  taking  them  perceived  that  doing  so  had  risked  disadvantaging  their 
performance  reporting,  and  hence  their  career  progression.  This  is  a  clear  example  of 
formal  and  informal  culture  being  out  of  alignment-although  the  authors  do  not  describe 
it  in  such  terms.  However,  this  well-argued  article  concluded  by  recommending  a  list  of 
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procedural  and  administrative  “amendments”  to  fix  the  issues  that  they  identified  as  being 
primarily  rooted  in  eultural  misalignment,  and  not  administrative  shorteomings  (Skinner 
and  Diggins  2013). 

Lieutenant  Colonel  Anthony  John  (Retired)  provided  the  most  aoademieally  based 
eontribution  to  the  journal  with  his  artiele  “From  Institution  to  Oeeupation:  Australian 
Army  Culture  in  Transition.”  John  argued  that  the  Army’s  culture  is  evolving  from  one 
that  refieeted  Huntington’s  institutional  eulture  model  towards  Janowitz’s  oeeupational 
model.  He  then  eonsidered  the  issues  that  arose  from  this  ehange  and  used  cultural 
change  theory  to  argue  that  the  timeframes  proposed  to  implement  Pathway  to  Change 
are  “somewhat  ambitious.”  He  contended  that  “without  a  compelling  imperative  .  .  . 
generational  ehange  is  far  more  likely  and,  in  Army  terms,  this  equates  to  a  20-year 
period”  (John  2013,  188).  John’s  observation  aeknowledges  the  long-term  nature  of 
ehanging  informal  eulture,  as  opposed  to  quiekly  implementing  poliey  ehange  at  the 
formal  level  of  culture. 

Lieutenant  Colonel  John’s  artiele  also  makes  a  eontribution  to  understanding 
some  faetors  that  can  be  leveraged  to  affect  cultural  change.  He  highlighted  the 
importanee  of  reeruiting  proeesses,  beeause  as  a  “elosed  system”  it  was  the  one  plaee 
where  the  ADF  eould  eontrol  the  raw  product  entering  its  system.  This  is  a  key 
realization  as  it  identifies  an  administrative  tool  that  ean  be  used  to  direetly  infiuenee 
future  informal  eulture. 

Other  artieles  in  the  2013  Culture  Edition  of  the  Australian  Army  Journal  by  Dr. 
Riehard  Evans  (R.  Evans  2013)  and  Captain  James  Brown  (Brown  2013),  both  made  a 
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meaningful  contribution  to  understanding  the  contemporary  ADF  and  Australian  Army 
culture.  The  key  issues  are  considered  below. 


Defining  Australian  Military  Culture 

Attempting  to  define  accurately  the  culture  and  sub-cultures  of  the  ADF  is  outside 
the  scope  of  this  thesis  and  this  section  provides  a  brief  summary  of  the  sources  available 
that  offer  some  commentary  on  the  nature  of  ADF  culture. 

The  most  obvious  place  to  look  to  define  ADF  culture  is  in  the  organization’s 
formal  policy.  Pathway  to  Change  the  ADF  outlines  “Defence’s  cultural  intent” 
(Department  of  Defence  (Australia)  2012c,  2).  This  broad  statement  indicates  that  the 
ADF  has  chosen  to  allow  primacy  to  the  three  services  in  defining  the  details  of  each  of 
their  own  cultures.  In  the  case  of  Army,  the  espoused  values  of  “courage,  initiative,  and 
teamwork”  remain,  with  the  Chief  of  Army  adding  “respect”  as  the  fourth  Army  value  in 
July  2013  (Morrison  2013c).  Other  official  publications,  such  as  Junior  Leadership  on 
the  Battlefield,  have  attempted  to  demonstrate  by  way  of  instruction  and  historical 
examples  the  ideal  culture  of  the  Army  (Mansford  1994).  ^  Such  official  publications 
provide  a  rich  source  from  which  to  draw  the  espoused  formal  values  of  the  ADF  and  its 
three  services. 

The  many  reviews  of  ADF  culture,  conduct  and  behavior  listed  in  Appendix  A 
provide  insights  into  the  external  reflection  of  ADF  culture.  Some  provide  particularly 
detailed  analysis  of  the  culture  in  specific  units  or  organizations  in  the  ADF,  or  of 
specific  issues  facing  the  organization  where  misconduct  has  been  identified.  These 

^Later  additions  have  been  released,  largely  unchanged,  which  claim  collective 
institutional  authorship. 
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reports  usually  have  been  commissioned  to  investigate  identified  areas  of  concern  in  the 
ADF  and  are,  therefore,  limited  in  breadth  of  focus  and  not  widely  representative  of  ADF 
culture  without  consideration  of  additional  sources.  The  exception  to  this  are  the  many 
reviews  conducted  over  an  extended  period  of  time  into  conduct  at  ADFA. 

An  increasing  number  of  non-official  published  works  are  now  providing  insights 
into  defining  ADF  culture,  and  particularly  Australian  Army  culture.  The  trend  in  these 
works  has  been  to  challenge  formally  espoused  organizational  values  and  to  offer  that 
cultural  norms  that  differ  from  the  official  values  have  significant  influence  within  the 
organization.  Such  norms  include  anti-intellectualism  (see  Palazzo  2012;  Brown  2013), 
and  a  broad  passive  acceptance  of  unacceptable  behavior  including  harassment  (see  R. 
Evan  2013;  Stanley  2010;  Wadham  2004).  Considered  together,  these  authors’  works 
suggest  that  elements  of  the  ADF  may  hold  different  values  from  those  that  are  expressed 
publically. 

The  noted  Australian  military  historian  Peter  Stanley’s  revision  of  the  Australian 
and  New  Zealand  Army  Corps  (ANZAC)  legend  in  his  2010  book  Bad  Characters 
provides  relevant  insight  to  understanding  the  historical  roots  of  ADF  culture.  Stanley 
argues  that  while  the  ANZACs  fought  well,  as  the  widely  accepted  ANZAC  myth 
proclaims,  there  were  also  many  who  displayed  very  poor  discipline.  This  behavior,  he 
contends,  went  well  beyond  the  concept  of  the  well-intentioned  larrikin.  Instead,  he 
portrays  instances  of  rape,  murder  and  desertion  among  other  serious  crimes.  Stanley’s 
work  is  relevant  because  it  presents  a  historical  picture  of  the  behavior  of  Australian 
soldiers,  which  is  significantly  out  of  alignment  with  the  organization’s  values-then  and 
now. 
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Autobiographical  works  and  fictional  novels  about  the  Australian  Army  also  offer 
insights  into  the  values  that  Australian  soldiers  truly  hold.  Perhaps  the  most  telling  of 
sueh  works  is  Brigadier  George  Mansford’s  fictional  piece,  The  Mad  Galahs  (1999). 
While  a  work  of  fiction  and  somewhat  dated,  it  tells  the  story  of  men  within  Australia’s 
regular  infantry  battalions  with  a  roughness  of  language  and  content  that  sets  it  apart  from 
the  official  line.  The  book  cannot  be  dismissed  as  irrelevant  because  it  includes  strong 
endorsements  from  General  Peter  Cosgrove,  Chief  of  Defence  Force  2002-05,  and  Major 
General  Miehael  Jeffery,  Governor-General  of  Australia  2005-08.  Cosgrove  noted  that 
the  “insights  are  keenly  drawn  and  have  a  ring  of  truth,”  and  the  Governor-General 
“commend[ed]  it  to  all  Australians  as  essential  reading.”  Likewise,  Gary  MeKay’s  book 
In  Good  Company  (1998),  and  Mark  Taylor’s  work  Dogs  are  Barking  (1999),  both 
provide  further  insights  to  Australian  military  culture.  The  reading  of  books  such  as  these 
by  young  soldiers  and  junior  offieers,  partieularly  when  they  are  often  reeommended  by 
more  senior  offieers,  risks  ereating  a  romantieized  impression  of  an  organizational  eulture 
that  is  in  some  ways  starkly  different  from  current  offieial  poliey. 

Media  reporting  also  provides  some  insights  into  ADF  eulture.  Such  coverage, 
however,  tends  to  foeus  on  sensational  events,  and  should  generally  be  eonsidered  in 
looking  to  understand  developing  patterns  rather  than  in  focusing  on  individual  incidents. 
In  raising  the  profile  of  the  need  for  ADF  eulture  change,  media  reporting  does  bring 
attention  to  incidents  of  unaeeeptable  behavior,  which  at  times  the  ADF  may  be  reluetant 
or  less  than  forthcoming  in  revealing.  While  this  ean  provide  a  good  eurrent  source  of 
raw  material  and  stimulate  public  discussion,  the  media  itself  has  offered  little  considered 
analysis  of  ADF  culture  or  culture  ehange  poliey. 
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Secondary  Research  Questions  1 A  and  2A 

The  following  two  sub-sections  examine  the  academic  work  that  addresses 
secondary  research  questions  1 A  and  2 A.  The  findings  from  these  two  questions  are  used 
in  chapter  3  to  develop  a  methodology  to  answer  secondary  research  questions  IB  and  2B 
and,  subsequently,  the  primary  research  question,  in  chapter  4.  While  the  contributions 
made  to  these  areas  of  study  by  several  prominent  academics  are  discussed,  this  section 
considers  Linda  Trevino  and  Katherine  Nelson’s  “Multisystem  Ethical  Culture 
Framework,”  and  Peter  Checkland’s  “Soft  System  Methodology,”  are  the  most 
appropriate  models  to  apply  in  examining  if  the  ADF’s  Pathway  to  Change  effectively 
addresses  both  formal  and  informal  military  culture. 

Secondary  Research  Question  1  A:  Academic  Work  on 
Formal  and  Informal  Culture 

This  section  reviews  the  academic  work  that  considers  the  impact  of  the  role  of 
formal  and  informal  culture  in  culture  change  to  answer  secondary  research  question 
1  A- What  insights  does  academia  offer  into  the  role  of  formal  and  informal  organizational 
culture  in  implementing  effective  culture  change? 

A  convincing  and  easily  applied  model,  which  explains  the  influence  of  the 
relationship  between  formal  and  informal  organizational  cultures  is  presented  by  Finda 
Trevino  and  Katherine  Nelson  in  Managing  Business  Ethics  (2011).  Trevino’s  work  in 
the  field  is  well  respected  and  the  book’s  2011  fifth  edition  was  commended  as  being 
“relevant  to  understanding  and  influencing  ethical  action  and  will  be  very  useful  for 
students  in  real  applications  at  work”  (Elm  2010).  Due  to  its  wide  acceptance  and 
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practical  applicability  this  model  is  examined  and  contrasted  with  other  academie  works 
that  address  the  relationship  between  organizations’  formal  and  informal  eultures. 

In  Managing  Business  Ethics,  Trevino  and  Nelson  argue  that  the  “bad  apple  idea” 
presents  as  an  easy  but  ineffeetive  solution  in  implementing  cultural  change  in 
organizations.  Allowing  an  organization  to  identify  and  remove  a  small  number  of  people 
who  perpetrate  unethical  conduct  is  unlikely  to  result  in  sustainable  cultural  change.  They 
contend  that  this  method  is  rarely  successful  and  that  “effeetive  and  lasting”  change 
instead  usually  requires  a  systematie  examination  of  an  organization’s  entire  eulture  to 
determine  what  in  the  organization’s  culture,  norms  and  practiees  are  perpetuating 
unethical  behavior  by  members  of  the  organization  (Trevino  and  Nelson  2011,  13-14). 

For  Trevino  and  Nelson,  assessment  and  understanding  of  the  relative  and 
complementary  relationship  between  formal  and  informal  organizational  eulture  and  its 
impact  on  ethical  behavior  in  an  organization  “requires  knowledge  of  the  organization’s 
history  and  values,  along  with  a  systematic  analysis  of  multiple  formal  and  informal 
organizational  systems”  (Trevino  and  Nelson  2011,  151).  Their  theory  further  develops 
that  some  organizations  have  weak  organizational  eultures  and  stronger  sub-eultures.  In 
these  cireumstances  the  different  strong  sub-eultures  can  have  a  signifieant  impact  on 
behavior,  and  this  impact  can  differ  signifieantly  between  the  different  sub-cultures 
within  the  larger  organization’s  formal  culture  (Trevino  and  Nelson  2011,  152). 

Trevino  and  Nelson  argue  that  both  the  formal  and  informal  eultures  of  an 
organization  influence  the  ethical  behavior  of  its  members.  The  impact  of  these  cultures 
can  be  particularly  strong  for  new  and  inexperienced  members  of  organizations  whose 
behavior  will  be  influenced  by  formal  systems-led  by  the  executive  leadership  and 
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implemented  by  the  organization’s  seleetion  systems,  polieies  and  eodes,  orientation  and 
training,  performanee  management  systems,  authority  structure  and  decision  possesses  - 
and  by  the  informal  systems-under  the  tutorship  of  the  organization’s  role  models  and 
heroes  as  well  as  the  norms,  ritual,  myths  and  stories,  and  language  of  the  organization’s 
informal  culture  (Trevino  and  Nelson  2011,  153-4). 

This  contention  that  both  formal  and  informal  systems  influence  the  ethical  and 
unethical  behavior  of  members  of  an  organization  is  set  out  in  figure  1  (see  below). 
Trevino  and  Nelson  describe  the  need  for  the  formal  and  informal  systems  to  align  to 
encourage  ethical  behavior.  Where  the  formal  and  informal  systems  in  an  organization 
are  sending  different  messages,  the  system  is  considered  to  be  out  of  alignment  and 
members  are  at  risk  of  being  conditioned  to  act  unethically.  Although  they  did  not 
examine  military  culture,  they  cite  research  that  indicates  that  members  of  organizations 
are  more  likely  to  believe  and  act  on  messages  received  through  informal  systems  than 
formal  systems  (Trevino  and  Nelson  2011,  180).  This  is  particularly  the  case  if  an 
organization  has  a  weak  organizational  culture  that  is  ethical  and  strong  sub-culture  that 
sends  messages  that  encourage  unethical  behavior  (Trevino  and  Nelson  2011,  152-5). 
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Figure  1 .  A  Multisystem  Ethical  Framework 

Source:  Linda  Klebe  Trevino  and  Katherine  A.  Nelson,  Managing  Business  Ethics: 
Straight  Talk  About  How  to  Do  It  Right,  5th  ed.  (Westford,  MA;  Courier  Westford, 
2011),  153. 


Role  Models/Heroes 


Ethical  and 

Unethical 

Behavior 


Norms 

Rituals 

Myths/Stories 

Language 


Having  established  the  influence  of  both  formal  and  informal  organizational 
culture  and  their  alignment  on  ethical  behavior,  Trevino  and  Nelson  argue  that  to  affect 
change  to  ethical  behavior  in  an  organization,  multiple  formal  and  informal  sub-systems 
must  be  simultaneously  assessed  and  targeted.  They  suggest  that  to  be  effective,  attempts 
to  change  an  organization’s  ethics  require  a  “system-wide,  long-term  view”  (Trevino  and 
Nelson  2011,  192-8).  They  note  that  affecting  change  to  informal  systems  is  likely  to  be 
more  difficult  and  will  take  longer  than  changing  formal  systems.  However,  changing 
only  the  formal  system  is  unlikely  to  achieve  effective  results  and  risks  creating  a 
situation  where  the  formal  and  informal  cultures  of  an  organization  are  not  aligned.  They 
provide  an  example  of  companies  issuing  “lofty”  formal  statements  in  response  to 
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external  pressures  that  they  value  diversity,  but  not  taking  measures  to  create  a  diverse 
workforce.  In  such  cases  they  suggest  that  in  the  informal  system  employees  do  not 
believe  that  management  is  genuinely  committed  to  diversity  and  view  management  as 
hypocritical.  In  this  case  the  failure  to  align  the  formal  and  informal  cultures  of  the 
organization  may  result  in  a  well-intentioned  formal  policy  having  a  negative  impact  on 
the  culture  of  an  organization  (Trevino  and  Nelson  2011,  193). 

Geert  Hofstede,  Gert  Jan  Hofstede,  and  Michael  Minkov’s  book.  Cultures  and 
Organizations  (2010),  provides  further  insights  into  the  elements  of  culture  outlined  in 
Trevino  and  Nelson’s  Multisystem  Ethical  Framework.  Their  “onion”  model,  included 
below  as  figure  2,  graphically  shows  the  levels  of  culture  to  be  symbols,  heroes,  rituals, 
values  and  practices.  These  closely  reflect  Trevino  and  Nelson’s  elements  of  informal 
culture  shown  in  figure  1 .  In  addition  to  the  three  categories  that  use  the  same  title  as 
Trevino  and  Nelson’s  model,  the  values  and  symbols  in  the  onion  model  are  broadly 
included  in  the  norms  and  language  components  respectively  of  Trevino  and  Nelson’s 
informal  cultural  systems.  The  differences  between  these  two  models  can  be  attributed  to 
the  differing  approaches  of  the  academics.  While  Hofstede  et  al.  have  attempted  to 
explain  culture  as  a  complete  system,  Trevino  and  Nelson  have  acknowledged  that 
different  elements  of  culture  have  greater  influence  on  the  formal  or  informal 
organizational  culture. 
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Symbols 


Figure  2.  The  “Onion”:  Manifestations  of  Culture  at  different  Levels  of  Depth 

Source:  Geert  Hofstede,  Gert  Jan  Hofstede,  and  Michael  Minkov,  Cultures  and 
Organizations:  Intercultural  Cooperation  and  its  Importance  for  Survival,  3rd  ed.  (New 
York:  McGraw  Hill,  2010),  8. 


Cummings  and  Worley,  in  their  2008  9th  edition  of  Organization  Development 
and  Change,  also  acknowledge  that  culture  exists  on  several  levels  within  an 
organization.  They  describe  organizational  culture  as  having  four  levels:  artifacts,  norms, 
values  and  basic  assumptions.  In  this  model  artifacts  are  the  “visible  symbols”  of  culture 
such  as  clothing,  organizational  structures  and  procedures.  However,  outsiders  who  do 
not  understand  the  deeper  levels  of  the  organization’s  culture  can  easily  misunderstand 
their  organizational  value.  Norms  describe  the  way  members  of  an  organization  “should 
behave  in  a  particular  situation.”  Values  are  “what  is  important  to  the  organization  and 
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what  deserves  their  attention.”  Basie  assumptions  are  defined  as  the  “deepest  level  of 
eultural  awareness”  that  “tell  members  how  to  think  and  feel  about  things.”  Cummings 
and  Worley  effectively  use  this  model  to  define  and  understand  culture  before  an  attempt 
can  be  made  to  change  it  (Cummings  and  Worley  n.d.,  505-521). 

Cummings  and  Worley  also  acknowledge  that  understanding  an  organization’s 
culture  is  difficult  and  time-consuming,  especially  in  large  organizations  that  are 
comprised  of  many  sub-cultures,  including  counter-cultures.  They  argue  that  affecting 
culture  change  in  organizations  is  so  difficult  that  it  should  only  be  attempted  after  all 
other  methods  of  achieving  the  desired  result  have  been  exhausted.  Building  on  their 
explanation  of  the  levels  of  culture,  they  claim  that  “some  values  and  beliefs  that  people 
espouse  have  little  to  do  with  the  ones  they  really  hold  and  follow”  (Cummings  and 
Worley  n.d.,  525).  This  infers  that  to  understand  an  organization’s  entire  culture  there  is  a 
need  to  examine  the  actual  behavior,  as  well  and  the  espoused  values,  of  each  sub-system 
in  the  whole  organization. 

In  Organizational  Culture  and  Leadership,  Edgar  Schein  offers  an  equally 
convincing  analysis  of  the  nature  of  an  organization’s  culture.  He  defines  culture  as 
having  three  levels,  as  opposed  to  Cummings  and  Worley’s  four  levels:  artifacts, 
espoused  beliefs  and  values,  and  basic  underlying  assumptions  (Schein  2010,  24).  While 
there  are  subtle  differences  to  Cummings  and  Worley’s  four  categories,  Schein’s 
definitions  essentially  combine  the  areas  of  “artifacts”  and  “norms”  into  the  one  category 
of  “artifacts.”  The  differences  in  these  models  illustrate  how  the  nuanced  nature  of 
culture  makes  it  difficult  to  categorize.  However,  Schein’s  levels  of  culture  are  the  more 
broadly  accepted  (see  for  example  Burke  2011,  235). 
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Schein’s  work  is  most  useful  in  expressing  the  relationship  between  maero- 
eultures,  sub-cultures,  and  mirco-cultures  inside  an  organization.  He  offers  the  thesis: 
“Much  of  what  happens  in  an  organization  that  has  existed  for  some  time  can  best  be 
understood  as  a  set  of  interactions  of  sub-cultures  operating  within  the  larger  context  of 
the  organizational  culture”  (Schein  2010,  55).  He  argues  that  sub-cultures  take  some  of 
their  assumptions  from  the  broader  organizational  culture,  but  also  develop  independent 
characteristics.  This  provides  further  weight  to  the  need  to  understand  each  separate  sub¬ 
culture  in  an  organization  if  broader  change  is  to  be  achieved. 

Since  the  1980s,  Harvard  Business  School  Professor  John  P.  Kotter  has  been  one 
of  the  most  respected  academics  examining  leadership  and  organizational  change.  His 
“Eight-Stage  Process  for  Creating  Major  Change”  (1996,  21)  has  been  widely  taught  and 
used  as  a  model  for  business  change.  His  work  is  worth  noting  because  of  the  significant 
contribution  he  has  made  to  the  dialogue  on  organizational  change,  including  cultural 
change.  The  focus  of  Kotter’ s  work  is  primarily  on  leadership  and  change  more  broadly 
than  just  cultural  change.  However,  the  limited  analysis  of  the  levels  of  culture  in  the 
“Eight  Stage  Process”  largely  complements  the  more  detailed  works  and  have  been 
widely  read  and  applied.  In  particular,  Kotter  argues  that  both  the  “Norms  and  Group 
Behavior”  and  “Shared  Values”  components  of  culture  must  be  addressed  to  realize 
cultural  change  (1996,  21).  Kotter’s  work  in  this  area  provides  a  solid  background  for 
understanding  the  components  of  culture,  but  does  not  provide  the  depth  of  detail 
required  in  a  model  to  examine  if  an  organization  is  attempting  to  change  both  its  formal 
and  informal  cultures.  Kotter’s  contribution  in  the  “Eight-Stage  Process”  highlights  the 
need  for  two-way  communication  between  the  guiding  coalition  (formal  culture)  and  the 
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bulk  of  the  organization  (informal  culture)  if  change  plans  are  to  be  effectively 
communicated  and  implemented.  He  contends  that  questioning,  challenging  and  arguing 
about  policy  changes  are  important  steps  for  members  at  all  levels  of  an  organization’s 
change  management  process  (1996,  99-100).  This  is  noteworthy  in  considering  attempts 
to  change  informal  culture  in  a  military  organization  if  directive  leadership  discourages 
open  debate  about  directed  policies.  The  reality  is  that  allowing  such  confrontation  is  an 
important  step  in  developing  broad  buy-in  to  culture  change  policies. 

The  literature  referred  to  in  this  chapter  supports  the  contention  that  attempts  to 
change  ethical  culture  are  more  likely  to  succeed  if  both  the  formal  and  informal  levels  of 
culture  are  addressed.  Of  the  models  put  forward,  the  Multisystem  Ethical  Framework 
presented  by  Trevino  and  Nelson  provides  the  most  practical  model  for  examining  if  the 
Pathway  to  Change  program  is  addressing  both  formal  and  informal  elements  of  the 
ADF’s  culture. 


Secondary  Research  Question  2A:  Academic  Work 
on  Systems-Based  Approaches 

This  section  considers  the  key  academic  work  on  systems-based  approaches  to 
culture  change  in  addressing  secondary  research  question  2A-What  insights  does 
academia  provide  into  the  versatility  of  systems-based  approaches  in  affecting  culture 
change  by  addressing  both  the  formal  and  informal  elements  of  an  organization’s  culture? 
It  concludes  that  Peter  Checkland’s  “Soft  System  Methodology”  is  an  appropriate  model 
against  which  to  test  if  Pathway  to  Change  is  employing  a  systems-based  approach. 

“Systems  thinking”  emerged  from  scientific  research  methods  in  the  1970s,  and 
has  evolved  to  offer  several  different  models  that  can  be  applied  in  analyzing  the 


31 


challenges  of  organizational  ehange,  ineluding  eultural  change.  Colleetively  the  different 
systems-based  approaches  have  offered  an  “alternative  to  the  reductionistic  and 
diseiplines-bound  mainstream  in  social  sciences”  (Barton  et  al.  2004,  4).  They 
acknowledge  that  an  understanding  of  all  the  complexities  of  an  issue  assists  in 
formulating  approaehes  that  are  likely  to  improve  a  situation.  Models  for  system  thinking 
are  contradictory  in  nature  as  they  attempt  to  assist  in  understanding  the  complexity  of  a 
real  world  issue  by  creating  a  simplified  representation  of  it.  As  a  result  all  models  must 
“choose  certain  features  as  eritical,”  which  creates  different  foeuses  of  different  models 
(Cummings  and  Worley  n.d.,  88). 

In  Organization  Change:  Theory  and  Practice,  W.  Warner  Burke  presents  a 
convincing  case  for  the  effectiveness  of  a  systems-based  approaeh  in  facilitating  cultural 
change.  He  shows  that  such  an  approach  is  more  likely  to  realize  change  because  it  ean 
effectively  target  the  groups  and  components  of  an  organization’s  eulture.  Burke’s  work 
supports  the  premise  that  a  systems-based  approach  offers  an  effective  means  of  aligning 
ehange  to  group  norms,  whieh  are  a  key  component  of  informal  culture  (Burke  2011). 

It  is  beyond  the  seope  of  this  paper  to  provide  a  full  history  of  the  development  of 
systems  methodology.  Martin  Reynolds  and  Sue  Holwell  in  Systems  Approaches  to 
Managing  Change:  A  Practical  Guide,  provide  an  authoritative  comparison  of  five  of  the 
most  widely  accepted  systems-based  methodologies  (Reynolds  and  Holwell  2010).  Their 
book  draws  together  eommentaries  of  five  key  methodologies:  “System  Dynamies” 
developed  by  Jay  Forrester;  “Viable  Systems  Model”  pioneered  by  Stafford  Beer; 
“Strategic  Options  Development  and  Analysis”  developed  by  Colin  Eden;  Peter 
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Checkland’s  “Soft  Systems  Methodology”;  and  Werner  Ulrieh’s  “Critieal  Systems 
Heuristies.” 

There  are  three  main  reasons  for  adopting  Cheekland’s  soft  system  methodology 
model  as  the  most  suitable  for  eonsidering  the  implementation  of  Pathway  to  Change. 
First,  it  offers  a  well-proven  and  widely  aeeepted  systems-based  approaeh  that  has  been 
extensively  field  tested  and  refined  over  several  deeades.  Seeond,  the  system  was 
designed  for  application  by  large  organizations  facing  problematic  situations  (Checkland 
and  Poulter  2006),  and  is  somewhat  easier  to  understand  for  those  without  a  detailed 
background  in  systems  methodology.  This  is  an  important  consideration  in  selecting  a 
model  to  assess  if  the  ADF  has  applied  a  systems-based  approach  in  Pathway  to  Change. 
Any  approach  used  within  an  organization  should  be  clearly  understood  by  all  concerned 
if  it  is  to  be  effectively  implemented  across  the  organization.  Third,  soft  systems 
methodology  is  designed  to  analyze  actions,  unlike  other  methodologies  that  focus  on 
entities,  processes,  options,  or  sources  of  influence  (Reynolds  and  Holwell  2010,  296). 
This  focus  on  actions  makes  it  easy  to  apply  in  testing  if  a  systems-based  approach  has 
been  taken  in  addressing  a  situation  because  it  allows  analysis  to  focus  on  assessing  if 
tangible  actions  have  occurred. 

Checkland  derived  Soft  Systems  Methodology  from  the  shortcomings  he 
identified  while  attempting  to  apply  “hard”  systems  methodology  to  complex  problems. 
In  particular,  he  found  that  the  most  complex  problems  were  not  well  structured  or  easily 
defined.  With  Soft  System  Methodology  significant  weight  is  given  to  defining  the 
problematic  situation  itself.  Central  to  his  model  is  the  need  to  understand  the  differing 
“worldviews”  or  cultural  perceptions  of  the  people  with  a  stake  in  the  problematic 
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situation.  His  system  attempts  to  improve  such  situations  by  developing  a  perception  of 
the  problem  and  building  activity  models  based  on  the  differing  worldviews  of  those 
involved.  His  model  then  uses  the  understanding  of  the  perceived  real-world  problem  and 
the  differing  worldviews  to  inform  a  structured  discussion  about  change.  These 
discussions  aim  to  find  compromise  between  differing  worldviews  to  identify  actions  to 
improve  the  problematic  situation.  These  actions  then  impact  the  real-world  situation 
requiring  the  process  to  be  repeated  to  allow  continued  improvement.  Figure  3  shows  an 
iconic  representation  of  the  Soft  Systems  Methodology  learning  cycle. 


Figure  3.  The  Iconic  Representation  of  SSM’s  learning  cycle 


Source:  Peter  Checkland  and  John  Poulter,  Learning  for  Action:  A  Short  Definitive 
Account  of  Soft  Systems  Methodology  and  its  use  for  Practitioners,  Teachers  And 
Students  (Chichester:  John  Wiley  &  Sons,  2006),  13. 
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In  defining  problematic  situations,  soft  systems  methodology  identifies  three 
elements  of  analysis.  Analysis  1  is  the  intervention  itself.  This  stage  determines  the 
perspectives  or  “worldviews”  from  which  the  problematic  situation  should  be  considered. 
Analysis  2  considers  the  situation’s  social  aspects.  This  analysis  focuses  on  culture  and 
considers  if  the  roles,  norms,  and  values  have  been  considered  from  all  perspectives. 
Analysis  3  considers  the  “political”  aspects  of  the  situation.  It  asks  how  politics  and 
power  influence  the  analysis  (Checkland  and  Poulter  2006). 

Experienced  practitioners  of  systems-based  approaches  to  change  often  choose  to 
apply  a  mixture  of  methodologies  to  allow  them  to  take  different  components  from 
several  methodologies  and  apply  what  they  assess  to  be  the  most  appropriate  model  to  a 
specific  situation  (Mingers  2002).  Such  an  approach  has  its  merits,  particularly  when 
applied  by  highly  experienced  practitioners  of  systems-based  change  models.  However, 
for  the  purpose  of  examining  Pathway  to  Change,  the  benefits  of  applying  a  proven 
methodology  outweigh  the  benefits  from  combining  methodologies.  This  thesis, 
therefore,  focuses  on  Checkland’s  Soft  System  Methodology  but  recognizes  that  a 
broader  consideration  of  academic  work  in  the  area  can  enhance  the  application  of  this 
model. 

While  not  offering  a  complete  model,  Dietrich  Domer’s  contribution  to  the 
understanding  of  the  practical  application  of  systems  approaches,  in  The  Logic  of 
Failure:  Recognizing  and  Avoiding  Error  in  Complex  Situations,  is  worthy  of  note.  His 
ideas  can  be  employed  to  compliment  Checkland’s  models  as  he  argues  strongly  for  the 
need  to  develop  an  understanding  of  entire  systems  to  avoid  treating  issues  in  isolation 
which  risks  undesired  “side  effects  and  repercussions”  (Dorner  1996,  87-8).  Domer  also 
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argues  that  in  addressing  highly  eomplex  problems,  solutions  are  often  better  realized  by 
leaders  broadly  defining  problems  and  then  allowing  subordinates  to  find  solutions.  This 
point  is  interesting  from  a  military  perspeetive,  as  western  militaries  have  long  elaimed  to 
apply  this  method  for  operational  planning  and  eombat  situations,  ealling  it  “mission 
command”  or  auftragstaktik.  Dormer  also  questions  the  value  of  using  “eminent 
independent  advisors”  to  address  complex  issues,  claiming  that  at  times  they  can  “add  to 
the  complexity  of  the  problem”  (Dorner  1996,  161).  Given  the  centralized  nature  of 
Pathway  to  Change,  the  bureaucratic  nature  of  its  culture  change  directives,  and  the 
number  of  independent  advisors  employed  by  the  ADF  to  conduct  reviews  and  offer 
advice,  Dorner’s  work  offers  an  alternative  appraisal  as  to  what  the  most  effective  drivers 
of  culture  change  are. 

James  O’Toole’s  1995  hook  Leading  Change  also  adds  weight  to  Checkland’s 
argument  for  the  need  to  address  the  “worldviews”  of  all  involved  in  a  change  process  to 
achieve  cultural  change.  He  argues  that  the  shared  assumptions  and  common  cultural 
values  that  are  key  to  building  successful  teams  are  the  same  elements  that  make 
individuals  and  organizations  resistant  to  cultural  change  (185).  A  major  reason  for 
resistance  to  change  is  the  human  “objection  to  having  the  will  of  others  imposed  on  us” 
(O’Toole  1995,  15).  Accepting  his  argument  gives  credence  to  Checkland’s  argument  of 
the  need  to  find  compromise  between  different  worldviews. 

This  brief  analysis  of  systems-based  approaches  to  cultural  change  confirms  that 
it  is  an  effective  method  to  address  both  the  formal  and  informal  levels  of  a  large 
organization’s  culture.  Moreover,  Checkland’s  Soft  System  Methodology  is  considered  a 
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suitable  model  against  whieh  to  test  if  Pathway  to  Change  is  applying  a  systems-based 
approaeh. 

Summary  and  Conelusions 

This  chapter  reviewed  key  literature  relevant  to  assessing  whether  Pathway  to 
Change  is  addressing  both  the  formal  and  informal  levels  of  organizational  culture.  It 
identified  that  little  has  been  written  by  way  of  critique  of  formal  ADF  culture  change 
programs.  The  sources  that  define  ADF  culture  in  its  various  forms  have  been  identified 
as:  formal  culture  statements;  official  reviews  into  culture  and  behavior;  limited  academic 
attempts  to  define  ADF  culture;  autobiographical  and  fictional  works  that  influence  ADF 
culture;  and  the  limitations  of  media  reporting.  These  sources  show  that  the  ethical 
behavior  of  some  past  and  present  members  of  the  ADF  have  been  out  of  alignment  with 
the  formally  espoused  values  of  the  organization. 

This  chapter  has  also  answered  secondary  research  questions  1 A  and  2 A  in 
establishing  that  academic  work  strongly  advocates  the  need  to  address  both  the  formal 
and  informal  levels  of  a  large  organization’s  culture  to  effectively  achieve  cultural 
change.  Academic  work  also  indicates  that  applying  a  systems-based  approach  to  culture 
change  programs  is  an  effective  means  of  addressing  the  issue. 

After  reviewing  the  academic  work  on  these  subjects  the  chapter  concluded  that 
Linda  Trevino  and  Katherine  Nelson’s  “Multisystem  Ethical  Culture  Framework”  and 
Peter  Checkland’s  “Soft  System  Methodology”  are  the  most  appropriate  models  to  apply 
in  examining  if  the  Pathway  to  Change  is  effectively  addressing  both  the  formal  and 
informal  levels  of  the  organization’s  culture. 
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To  date  there  has  been  little  published  by  academics  or  member  of  the  ADF  to  test 
ADF  culture  change  programs  against  accepted  and  proven  academic  models  for 
successfully  implementing  organizational  cultural  change.  In  implementing  its  latest 
attempt  to  improve  organizational  culiuxQ-Pathway  to  Change-ihe  ADF  has 
acknowledged  that  its  previous  attempts  at  such  change  have  not  always  been  successful. 
To  avoid  repeating  mistakes  from  previous  attempts,  the  ADF  claims  to  be  taking  a 
“systems-based  approach”  in  implementing  Pathway  to  Change.  This  thesis  examines  if 
such  an  approach  is  actually  being  applied. 

Next,  chapter  3  describes  the  research  methodology  that  is  used  in  chapter  4  to 
address  the  primary  research  question  and  secondary  research  questions  IB  and  2B. 
Through  the  application  of  Trevino  and  Nelson’s  “Multisystem  Ethical  Framework”  and 
Checkland’s  “Soft  Systems  Methodology”  models,  the  implementation  of  Pathway  to 
Change  is  examined  to  determine  if  the  ADF  is  adequately  addressing  both  the  formal 
and  informal  elements  of  its  culture. 
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CHAPTER  3 


RESEARCH  METHODOLOGY 

However  beautiful  the  strategy,  you  should  oeeasionally  look  at  the  results. 

—  Sir  Winston  Churehill 


Introduetion 

The  purpose  of  this  study  is  to  investigate  if  Pathway  to  Change-thQ  ADE’s 
current  culture  change  program-is  effectively  addressing  both  formal  and  informal 
elements  of  the  organization’s  culture.  Chapter  2  examined  the  difference  between  formal 
and  informal  organizational  culture  and  presented  academic  work  on  culture  change, 
which  indicates  that  effectively  changing  an  organization’s  culture  requires  both  of  these 
levels  of  culture  to  be  addressed.  Chapter  2  also  explained  that  a  systems-based  approach 
provides  a  proven  method  for  implementing  change.  This  chapter  describes  the 
methodology  applied  in  chapter  4  to  test  whether  the  ADE’s  Pathway  to  Change  program 
is  addressing  both  the  formal  and  informal  levels  of  its  culture,  and  if  it  is  employing  a 
systems-based  approach.  These  two  factors  are  accepted  by  culture  change  experts  as 
being  essential  elements  of  cultural  change  strategy,  so  this  study  will  provide  insights 
into  the  likely  effectiveness  of  the  ADE’s  Pathway  to  Change  program.  In  doing  so,  it 
seeks  to  determine  if  this  central  mechanism  for  the  ADE’s  current  attempts  at  ethical 
cultural  change  represents  a  significantly  different  approach  to  previous  unsuccessful 
attempts  to  reform  ADE  culture. 

This  chapter  describes  the  steps  taken  to  obtain  information  and  sets  out  how  the 

findings  from  the  investigation  of  secondary  research  questions  1 A  and  2 A  in  chapter  2 

will  be  used  in  chapter  4  to  address  secondary  research  questions  IB  and  2B.  The 
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methodology  applies  elements  of  Trevino  and  Nelson’s  “Multisystem  Ethical 
Framework”  and  Checkland’s  “Soft  Systems  Methodology”  as  models  to  test  if  the 
Pathway  to  Change  addresses  both  formal  and  informal  elements  of  culture  (Trevino  and 
Nelson),  and  if  it  applies  a  systems-based  approach  (Checkland).  Finally,  the  chapter 
describes  how  the  findings  from  these  two  secondary  research  questions  inform  the 
consideration  of  the  primary  research  question,  viz:  Does  Pathway  to  Change-ths  ADF’s 
current  culture  change  program-effectively  address  both  the  formal  and  informal 
elements  of  ADF  culture? 


Information  Collection  Methods 

Deciding  the  criteria  for  information  collection  and  management  on  the  broad 
topic  of  organizational  culture  for  an  organization  as  large  as  the  ADF  presents  a 
significant  research  dilemma.  Official  ADF  and  Department  of  Defence  reports  relating 
to  ADF  culture  are  an  obvious  starting  point,  but  attempting  to  develop  an  understanding 
of  the  informal  culture  of  sub-groups  within  the  organization  presents  a  much  more 
nuanced  challenge.  Checkland’s  Soft  System  Methodology  acknowledges  such 
challenges,  noting:  “Outcomes  arrive  from  no  formula,  they  arrive  from  the 
idiosyncrasies  of  the  situations  addressed”  (Checkland  and  Poulter  2006,  159).  Checkland 
recommends  not  getting  “bogged  down”  in  “agonizing  detail,”  but  instead  advocates 
broadly  reviewing  the  situation  to  identify  where  issues  lie  and  then  being  selective  in 
addressing  them  (Checkland  and  Poulter  2006,  163).  The  collection  of  information  for 
this  research,  given  the  breadth  of  the  topic,  has  relied  on  combining  a  systematic 
consideration  of  relevant  ADF  documents  with  proven  academic  models  on  key  issues  of 
change. 
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The  research  commenced  with  the  collection  of  publically  available  ADF  and 
Department  of  Defence  reviews,  reports,  enquiries,  and  documents  linked  to  the  Pathway 
to  Change  review.  The  key  reviews  are  listed  in  Appendix  A.  The  ADF  has  also 
compiled  updates  on  the  progress  of  reform  actions  directed  by  the  reviews,  the  most 
recent  being  the  Progress  Report  for  the  Cultural  Reform  Steering  Committee  of  10 
October  2013:  Implementation  of  Pathway  to  Change.  While  these  documents  provide 
seemingly  comprehensive  information  on  the  ADF’s  official  approach  to  culture  change, 
they  do  not  fully  reflect  the  process  used  to  compile  the  documents,  and  fail  to  provide 
full  insight  on  the  ADF’s  approach  to  culture  change.  Updates  on  the  progress  of  the 
Pathway  to  Change  program  list  “actions”  completed  but  do  not  provide  detailed  analysis 
of  real  progress.  The  records  of  meetings  that  approved  the  update  reports  may  provide 
further  information,  but  these  are  not  currently  publically  available. 

Information  on  models  for  systems-based  approaches  and  the  role  of  the 
relationship  between  formal  and  informal  organizational  cultures  is  set  out  in  the 
literature  review  presented  in  chapter  2.  Given  the  large  number  of  studies  available  on 
organizational  culture,  advice  was  sought  on  the  key  texts  in  the  area,  and  research  was 
expanded  to  consider  the  most  widely  accepted  models.  As  discussed  in  the  literature 
review,  Trevino  and  Nelson’s  Multisystem  Ethical  Framework  and  Checkland’s  Soft 
Systems  Methodology  models  have  been  determined  as  the  most  appropriate  for 
assessing  the  effectiveness  of  the  implementation  of  Pathway  to  Change. 

The  idiosyncratic  and  diverse  nature  of  ADF  culture  and  sub-cultures  means  that 
collecting  and  managing  information  that  could  be  used  to  develop  a  firm  understanding 
of  ADF  culture  and  sub-cultures  was  a  more  challenging  endeavor.  The  task  began  with  a 
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review  of  the  ADF  and  single  serviee  journals.  Fortuitously,  the  Australian  Army  Journal 
released  a  special  culture  edition  in  2013  and  is  reviewed  in  chapter  2.  A  search  was  also 
undertaken  of  academic  journals  to  identify  scholarly  works  addressing  ADF  culture  and 
culture  change.  The  last  source  was  Australian  media  reporting  related  to  ADF  culture 
during  the  compilation  of  this  thesis.  Media  monitoring  focused  on  The  Australian 
newspaper  and  the  online  news  service  of  the  Australian  Broadcasting  Corporation 
(Australia’s  national  public  broadcaster).  In  addition  to  monitoring  current  news  sources, 
archived  articles  were  reviewed  to  capture  coverage  of  key  events  that  have  affected  the 
implementation  of  Pathway  to  Change. 

The  choices  of  literature  and  historical  pieces  to  provide  a  background  to  this 
study  were  important  in  defining  the  myths  and  heroes  of  the  informal  ADF  cultures. 
While  Australian  military  historians  have  not  neglected  these  aspects,  there  is  a  place  in 
this  study  to  consider  autobiographical  or  fictional  works  written  by  current  or  former 
service  persons.  Australian  military  historian  Colonel  E.  G.  Keogh  claimed  that  “if  you 
want  to  know  what  war  was  like  from  the  point  of  view  of  the  fighting  man,  read  novels” 
(1965,  15).  The  author’s  experience  of  the  works  most  widely  read  by  current  serving 
members  of  the  Australian  Army  formed  the  basis  for  the  choice  of  fictional  works 
considered.  For  historical  studies  addressing  ADF  culture,  priority  was  given  to  a  highly 
credible  revisionist  work  that  questioned  the  popular  cultural  norm  of  the  Australian 
soldier.  This  work  provides  points  of  contrast  to  the  officially  presented  versions  on  the 
historical  characteristics  of  Australian  servicemen. 
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Information  Analysis  Method 

The  following  sub-sections  describe  the  information  analysis  methods  used  to 
address,  in  order,  secondary  research  questions  IB  and  2B,  and  the  primary  research 
question. 

Secondary  Research  Question  IB;  Is  the  ADF 
Addressing  Formal  and  Informal  Culture? 

In  examining  secondary  research  question  IB  this  study  asks:  Does  the  ADF’s 
Pathway  to  Change  program  address  both  the  formal  and  informal  elements  of 
organizational  culture  presented  in  relevant  academic  studies? 

This  thesis  reviews  each  recommendation  identified  in  Pathway  to  Change  and 
assesses  if  it  addresses  an  element  of  the  ADF’s  formal  or  informal  culture,  or  if  it 
addresses  aspects  of  both  formal  and  informal  culture.  In  addition  to  the  153 
recommendations  listed  in  the  original  Pathway  to  Change  document,  the  2 1 
recommendations  made  in  part  two  of  the  Broderick  Review-Review  of  the  treatment  of 
women  in  the  ADF  are  also  considered.  Once  the  reviews  and  updates  are  taken  into 
account,  the  exact  number  of  recommendations  that  have  now  been  made  is  difficult  to 
determine.  Some  recommendations  also  have  sub-points,  and  Pathway  to  Change 
extrapolated  “additional  advice”  from  the  Review  into  the  use  of  Alcohol  in  the  ADF, 
which  were  not  formal  recommendations  of  the  original  report.  For  the  purpose  of 
analysis  this  report  treats  these  points  of  “additional  advice”  in  the  same  manner  as  other 
recommendations.  Where  recommendations  have  sub-points  they  are  treated  as  separate 
recommendations  if  the  sub-points  advise  a  separate  action.  Where  a  sub-point  only  gives 
clarification  on  the  entire  recommendation  they  are  considered  as  a  single 
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recommendation.  Applying  this  method,  the  report  considers  174  recommendations.  The 
results  of  this  assessment  are  at  table  1,  which  tabulates  the  findings  of  the 
recommendations  from  each  review  that  informed  Pathway  to  Change.  The  analysis  of 
these  findings  answers  secondary  research  question  IB  in  describing  the  extent  to  which 
Pathway  to  Change  addresses  the  formal  and  informal  elements  of  ADF  culture.  Select 
examples  for  this  methodology  are  at  Appendix  B. 
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Table  1 .  Element/s  of  culture  addressed  by  Pathway  to  Change 

Recommendations 


Element/s  of  Culture  addressed 
by  Recommendation 

Policy  Document 

Total  Number  of 
Recommendations 

Formal 

Culture 

Formal 

& 

Informal 

Culture 

Informal 

Culture 

Orme:  Review  of  ADF 
Personal  Conduct 

Hamilton:  Review  of  the 
use  of  Alcohol  in  the  ADF 

Hudson:  Review  of  Social 
Media  and  Defence 

Earley:  Review  of 
Management  of  Incidents 

Broderick  (Ph.  1)  Review  of 
Treatment  of  Women  at 
ADFA 

Broderick  (Ph.  2)  Review  of 
Treatment  of  Women  in  the 
ADF 

McGregor:  Review  of 
Employment  Pathways  for 
APS  Women  in  the 
Department  of  Defence 

Black:  Review  of  Defence 
Force  Accountability 
Framework 

Shared  Services  Review 

TOTAL 

Source:  Created  by  author. 


The  elements  of  formal  and  informal  culture  against  which  each  recommendation 
of  the  ADF  program  is  considered  are  taken  from  Trevino  and  Nelson’s  Multisystem 
Ethical  Framework  (chapter  2,  figure  1).  As  discussed,  there  are  six  formal  systems  led 
by  the  executive  leadership:  selection  systems,  policies/codes,  orientation/training, 
performance  management,  authority  structure,  and  decision  processes.  Four  informal 
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systems  are  personified  by  the  organization’s  role  models  or  heroes.  These  are:  norms, 
rituals,  myths/stories,  and  language. 


Secondary  Research  Question  2B:  Is  the  ADF 
Applying  a  Systems-Based  Approach? 

In  examining  secondary  research  question  2B,  this  study  asks:  Does  the  ADF’s 
Pathway  to  Change  program  apply  a  systems-based  approach  as  described  in  academic 
research  methodology? 

Checkland’s  Soft  Systems  Methodology  is  used  as  the  model  against  which  to 
investigate  if  the  four  different  kinds  of  activities  that  form  the  basis  of  the  methodology 
are  evident  in  the  Pathway  to  Change  report  and  in  the  reviews  from  which 
recommendations  have  been  drawn.  These  are  shown  in  table  2.  Each  review,  and  its 
recommendations,  is  assessed  to  determine  if  there  is  evidence  for  each  of  the  activities 
of  a  systems-based  approach  occurring.  That  is,  this  process  aims  to  identify  whether  the 
key  elements  of  a  systems-based  approach  has  been  applied  in  developing  Pathway  to 
Change  by  considering  whether  or  not  the  activities  are  evident  in  the  reviews.  In 
considering  the  reviews  the  exact  methods  of  Soft  Systems  Methodology  are  not  sought. 
Instead  the  study  examines  only  if  each  of  the  key  elements  of  a  systems-based  approach 
have  been  applied  to  each  review. 
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Table  2.  Assessment  of  the  Application  of  Soft  Systems  Methodology 
Activities  in  Pathway  to  Change 


Policy  Document 

Soft  Systems  Methodology  Activity 

Finding  out 
about 

problematic 

situation 

Model 
building 
based  on 
worldviews 

Stmctured 
discussion 
to  find 
desirable 
and 

culturally 

feasible 

outcomes 

Define  or 
take  action 
to  improve 
situation 

Pathway  to  Change:  Evolving 
Defence  Culture 

Orme:  Review  of  ADF  Personal 
Conduct 

Hamilton:  Review  of  the  use  of 
Alcohol  in  the  ADF 

Hudson:  Review  of  Social  Media 
and  Defence 

Earley:  Review  of  Management  of 
Incidents 

Broderick  (Ph.  1)  Review  of 
Treatment  of  Women  at  ADFA 

Broderick  (Ph.  2)  Review  of 
Treatment  of  Women  in  the  ADF 

McGregor:  Review  of 

Employment  Pathways  for  APS 
Women  in  the  Department  of 
Defence 

Black:  Review  of  Defence  Force 
Accountability  Framework 

Source:  Created  by  author. 


It  should  be  noted  that  the  reviews  shown  in  table  1  and  table  2  are  slightly 
different.  Table  2  includes  the  Pathway  to  Change  Report.  This  report  is  not  included  in 
table  1  as  the  report  does  not  offer  its  own  recommendations;  it  only  compiles 
recommendations  from  other  reviews.  Table  2  does  not  include  the  Shared  Services 
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Review,  as  a  publically  available  copy  of  this  report  could  not  be  obtained.  However,  the 
recommendations  from  this  report  are  listed  in  Pathway  to  Change,  so  are  considered  in 
table  1. 

In  testing  the  first  activity  in  the  table-“finding  out  about  problematic  situation”- 
this  study  reviews  the  documents  for  evidence  of  the  three  analyzes  set  out  by  Checkland 
and  Poulter;  the  intervention,  the  social  and  the  political  analyzes  (Checkland  and  Poulter 
2006).  Evidence  of  the  activity  in  all  three  analyzes  is  essential  in  deeming  the  activity  to 
have  occurred.  In  considering  the  intervention  analysis,  the  test  applied  asks  if  the  review 
identifies  all  owners  of  the  issues  to  be  addressed,  not  just  the  client.  To  test  if  the  social 
analysis  has  occurred,  the  question  is  whether  the  review  reflects  a  consideration  of  the 
roles,  norms  and  values  as  they  apply  to  the  owners  of  issues  identified  in  the  intervention 
analysis?  Finally,  to  consider  whether  the  political  analysis  is  evident  in  the  reviews,  the 
study  asks  if  the  review  considers  how  power  is  expressed  around  the  issues  addressed  in 
the  review?  If  it  is  evident  that  all  three  of  these  analyzes  were  applied  in  conducting  a 
review,  “yes”  is  recorded  in  the  table  of  results.  As  this  activity  requires  all  three  analyzes 
to  be  conducted,  if  upon  consideration  of  a  review,  evidence  of  one  or  more  of  the 
reviews  occurring  is  not  identified,  “no”  is  recorded  in  the  table  of  results. 

To  test  if  the  second  activity  listed  in  the  table-“building  models  based  on 
worldviews”-is  apparent  in  the  reviews,  the  study  asks  if  the  situation  being  addressed  is 
considered  from  the  perspective  of  each  of  the  relevant  worldviews.  It  considers  if  the 
differing  worldviews  of  those  with  a  role  in  the  issues  addressed  by  the  review  are 
identified  and  considered  in  developing  an  understanding  of  the  issues  addressed. 
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To  test  if  the  activity  “structured  discussion  to  find  desirable  and  culturally 
feasible  outcomes”  is  evident  in  the  reviews  that  inform  Pathway  to  Change,  the  study 
asks  if  the  review  attempts  “to  find  a  version  of  the  real  situation  and  ways  to  improve  it 
which  different  people  with  different  worldviews  can  nevertheless  live  with”  (Checkland 
and  Poulter  2006,  54).  If  it  considers  that  this  has  occurred,  “yes”  is  recorded  in  the  table. 
If  it  is  apparent  that  the  review  suggests  implementing  actions  by  only  the  “arbitrary 
exercise  of  power”  (Checkland  and  Poulter  2006,  54),  without  considering  if  such  actions 
are  acceptable  to  different  worldviews,  “no”  is  shown  in  the  table. 

In  testing  the  last  action  shown  on  table  2-“define  or  take  action  to  improve 
situation”-the  study  considers  if  the  reviews  express  recommendations  for  actions  which 
address  a  combination  of  structures,  processes  and  attitudes  that  are  relevant  to  the  issues 
identified  in  the  reviews. 

An  analysis  of  the  results  shown  in  table  2  is  then  offered  in  answer  to  secondary 
research  question  2B.  In  doing  so,  the  analysis  will  identify  if  Pathway  to  Change 
employs  a  systems-based  approach.  It  also  offers  a  commentary  as  to  the  extent  to  which 
Pathway  to  Change  utilizes  the  different  elements  of  a  systems-based  approach. 

Primary  Research  Question 

The  primary  research  question  addressed  by  this  study  is:  Does  Pathway  to 
Change-ihe,  Australian  Defence  Force’s  current  culture  change  program-effectively 
address  both  the  formal  and  informal  elements  of  ADF  culture? 

This  question  is  answered  by  considering  the  findings  from  the  secondary 
research  questions.  It  presents  as  a  narrative,  which  describes  what  the  findings  from  the 
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secondary  research  questions  indicate  about  whether  Pathway  to  Change  effectively 
addresses  both  the  formal  and  informal  elements  of  ADF  culture. 

Summary  and  Conclusions 

This  chapter  describes  the  methodology  that  is  employed  in  chapter  4  to  answer 
the  primary  research  question,  and  secondary  research  questions  IB  and  2B.  It  describes 
how  elements  of  Trevino  and  Nelson’s  Multisystem  Ethical  Framework  and  Checkland’s 
Soft  Systems  Methodology  are  used  as  models  to  investigate  secondary  research 
questions  IB  and  2B  respectively.  It  concludes  by  explaining  how  the  findings  from 
consideration  of  the  secondary  research  questions  will  inform  a  narrative  to  address  the 
primary  research  question. 

Next,  chapter  4  applies  the  research  methodology  described  in  this  chapter,  first, 
to  consider  secondary  research  questions  IB  and  2B  and,  second,  to  examine  the  primary 
research  question;  Does  Pathway  to  Change-tho  ADF’s  current  culture  change  program- 
effectively  address  both  the  formal  and  informal  elements  of  ADF  culture? 
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CHAPTER  4 


ANALYSIS 

Our  solutions-often  times  very  sound-have  resulted  in  new  proeesses,  new 
systems  and  new  rules.  These  ehanges  alone  will  not  prevent  such  problems 
emerging. 

—  Department  of  Defence  (Australia), 
Pathway  to  Change:  Evolving  Defence  Culture 

Introduction 

The  purpose  of  this  thesis  is  to  investigate  if  Pathway  to  Change-tho  ADF’s 
current  culture  change  program-is  effectively  addressing  both  formal  and  informal 
elements  of  the  organization’s  culture.  Chapter  2  identified  the  difference  between  formal 
and  informal  organizational  culture,  and  explained  academic  research  on  cultural  change, 
which  indicate  that  effectively  changing  an  organization’s  culture  requires  both  of  these 
levels  of  culture  to  be  addressed.  The  chapter  also  explained  that  a  systems-based 
approach  provides  a  proven  method  for  changing  both  formal  and  informal  levels  of  an 
organization’s  culture.  Chapter  3  described  the  research  methodology  used  in  this  chapter 
to  test  whether  the  ADF’s  Pathway  to  Change  program  is  addressing  both  the  formal  and 
informal  levels  of  its  culture,  and  if  it  is  employing  a  systems-based  approach.  These 
findings  are  used  chapter  5  to  draw  insights  into  the  likely  effectiveness  of  the  Pathway 
to  Change  program. 


Findings:  Secondary  Research  Questions 
The  following  two  sub-sections  of  this  chapter  address  secondary  research 
questions  IB  and  then  2B  by  applying  the  research  methodology  described  in  chapter  3. 
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The  finding  from  these  secondary  research  questions  informs  consideration  of  the 
primary  research  question  later  in  the  chapter. 

Secondary  Research  Question  IB;  Is  the  ADF 
Addressing  Formal  and  Informal  Culture? 

Secondary  research  question  IB  is:  Does  the  ADF’s  Pathway  to  Change  program 
address  both  the  formal  and  informal  elements  of  organizational  culture  presented  in 
relevant  academic  studies?  Table  3  shows  the  number  of  recommendations  from  each 
supporting  review  to  Pathway  to  Change  that  address  formal,  formal  and  informal,  or 
informal  elements  of  ADF  culture. 
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Table  3.  Element/s  of  culture  addressed  by  Pathway  to  Change 

Recommendations 


Element/s  of  Culture  addressed 
by  Recommendation 

Policy  Document 

Total  Number  of 
Recommendations 

Formal 

Culture 

Formal 

& 

Informal 

Culture 

Informal 

Culture 

Orme:  Review  of  ADF 
Personal  Conduct 

8 

5 

3 

0 

Hamilton:  Review  of  the 
use  of  Alcohol  in  the  ADF 

19 

18 

1 

0 

Hudson:  Review  of  Social 
Media  and  Defence 

7 

7 

0 

0 

Earley:  Review  of 
Management  of  Incidents 

43 

41 

1 

1 

Broderick  (Ph.  1)  Review  of 
Treatment  of  Women  at 
ADFA 

37 

32 

2 

3 

Broderick  (Ph.  2)  Review  of 
Treatment  of  Women  in  the 
ADF 

21 

15 

6 

0 

McGregor:  Review  of 
Employment  Pathways  for 
APS  Women  in  the 
Department  of  Defence 

20 

12 

7 

1 

Black:  Review  of  Defence 
Force  Accountability 
Framework 

15 

14 

1 

0 

Shared  Services  Review 

4 

4 

0 

0 

TOTAL 

174 

148 

21 

5 

Source:  Created  by  author. 


Consideration  of  each  of  the  174  recommendations  found  that:  148 
recommendations  address  predominantly  formal  elements  of  culture;  21 
recommendations  address  both  formal  and  informal  elements  of  culture;  and  five 
recommendations  address  predominantly  informal  elements  of  culture.  Adding  the  21 
recommendations  that  address  both  formal  and  informal  elements  of  culture  to  the  five 
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that  address  predominantly  informal  elements  of  culture,  indicates  that  only  26 
recommendations  are  directly  aimed  at  informal  elements  of  ADF  culture.  This  means 
that  slightly  less  than  15  percent  of  the  174  recommendations  in  Pathway  to  Change 
directly  address  informal  elements  of  ADF  culture. 

The  findings  in  table  3  also  show  that  the  recommendations  that  address  informal 
culture  (including  those  which  address  both  formal  and  informal  elements  of  culture)  are 
not  evenly  distributed  between  the  reports  that  inform  Pathway  to  Change.  Instead,  19  of 
the  26  recommendations  that  address  informal  elements  of  culture  were  drawn  from  the 
three  reports  that  consider  the  role  of  women  in  Defence.  In  fact,  almost  25  percent  of  the 
recommendations  from  these  three  reports  address  informal  elements  of  ADF  culture.  In 
Beyond  Compliance  (the  review  of  ADF  personal  conduct)  three  of  the  eight 
recommendations  (37.5  percent)  addressed  informal  culture.  In  The  Review  into  the  use  of 
Alcohol  in  the  ADF  only  one  of  the  19  recommendations  directly  address  informal 
elements  of  culture.  Interestingly,  in  the  Review  of  Social  Media  and  Defence  all  seven  of 
the  recommendations  focused  on  formal  elements  of  ADF  culture. 

In  examining  the  recommendations  in  Pathway  to  Change  that  address  formal  and 
informal  elements  of  ADF  culture  two  significant  trends  became  apparent.  The  first  trend 
is  that  a  significant  number  of  recommendations  categorized  as  addressing  informal 
culture,  or  both  formal  and  informal  culture,  are  expressed  in  general  terms  and  do  not 
contain  detail  as  to  how  the  recommendation  should  be  implemented,  which  contrasts 
with  the  many  recommendations  addressing  formal  aspects  of  ADF  culture.  The  second 
trend  is  that  none  of  the  recommendations  addressing  informal  aspects  of  culture  taken 
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from  the  reviews  by  Inspeetor  General  Earley  or  Major  General  Orme  are  fully  endorsed 
m  Pathway  to  Change.  Instead  they  are  “agreed  in-prineiple.” 

An  example  of  the  trend  showing  less  speeifie  reeommendations  addressing 
informal  eulture  than  those  addressing  formal  aspeets  of  eulture  is  the  Review  into  the 
Treatment  of  Women  at  ADFA  reeommendation,  that  “strategies  should  be  developed  to 
.  .  .  eliminate  stigma  assoeiated  with  medieal  restrietions”  (Department  of  Defenee 
(Australia)  2011,  47).  This  is  not  a  reeommendation  for  aetion  but  instead  a  statement  of 
the  desired  outeome  of  eultural  change,  which  is  not  supported  by  a  plan  to  achieve  the 
desired  outcome. 

Another  example  is  drawn  from  the  Review  of  the  Defence  Force  Accountability 
Network,  which  recommends  to  “establish  mechanisms  for  increasing  contestability  of 
key  decisions  (e.g.,  red  teams)  in  a  non-adversarial  way”  (Black  2011,  51).  This 
recommendation  presents  a  clear  formal  outcome  that  could  be  achieved  by  establishing 
and  training  “red  teams.”  However,  it  does  not  address  the  informal  elements  of  culture 
that  may  cause  any  advice  from  such  “red  teams”  to  be  received  in  an  adversarial  way. 

The  second  trend  showing  that  the  five  recommendations  of  the  Earley  and  Orme 
reviews  addressing  informal  aspects  of  culture  are  only  “agreed  in-principle”  and  not 
fully  endorsed  is  less  identifiable  as  a  specific  outcome  trend.  Given  that 
recommendations  addressing  informal  culture  drawn  from  other  reviews  appear  to  have 
been  accepted,  it  may  well  be  that  this  outcome,  at  this  stage  at  least,  is  confined  to  these 
two  reports.  Even  then,  there  is  a  qualification  about  the  outcome  of  the  two 
recommendations  drawn  from  Inspector  General  Earley’s  Review  of  the  Management  of 
Incidents  and  Complaints  in  Defence  including  Civil  and  Military  Jurisdiction.  Both  may 
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well  have  been  agreed  in-prineiple  only  pending  further  legal  adviee.  One  of  the 
reeommendations  addressed  the  ability  of  commanders  to  suspend  ADF  members  from 
duty,  and  the  other  required  privacy  laws  to  be  amended  to  allow  information  about 
judicial  and  administrative  proceeding  outcomes  to  be  publicized.  It  can,  therefore,  be 
reasonably  assumed  that  Earley’s  recommendations  were  not  fully  endorsed  at  the  time 
only  to  ensure  legal  compliance. 

More  significant  is  that  all  three  of  the  recommendations  addressing  informal 
elements  of  culture  drawn  from  Major  General  Orme’s  review.  Beyond  Compliance,  were 
only  “agreed  in  principle”  and  not  fully  accepted.  His  review  has  the  broadest  scope  and 
is  the  only  review  of  the  eight  that  provided  recommendations  to  Pathway  to  Change  that 
was  conducted  by  a  senior  serving  ADF  officer  with  significant  personal  experience  of 
the  informal  elements  of  ADF  culture.  Flnlike  most  recommendations  from  other  reviews, 
the  recommendations  from  Beyond  Compliance  that  address  elements  of  informal  culture 
outline  a  clear  plan  aimed  at  modifying  elements  of  the  ADF’s  informal  culture.  This 
plan  is  based  on  implementing  the  “Australian  profession  of  arms”  concept.  Orme’s 
review  argues  for  the  “Australian  profession  of  arms”  concept  to  be  complimented  by 
implementing  a  “Hierarch  of  Controls”  approach  (Orme  2011).  Combined,  these  two 
approaches  were  designed  such  that  they  would  address  the  formal  and  informal  elements 
of  ADF  culture  concurrently.  Beyond  Compliance  argues  the  need  for  the  ADF  to  “take  a 
wider,  strategic  and  systems-based  view  for  improvement  and  culture  change”  (Orme 
2011,  15).  That  none  of  the  report’s  recommendations  designed  to  guide  change  in 
elements  the  ADF’s  informal  culture  have  been  fully  accepted,  can  only  raise  doubt  as  to 
whether  such  an  approach  is  occurring. 
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The  relatively  high  pereentage  (37.5  pereent)  of  reeommendations  in  Orme’s 
review  that  address  informal  aspeets  of  culture  suggests  that  broader  reviews  conducted 
by  serving  ADF  officers  may  provide  a  means  to  identify  measures  to  improve  informal 
aspects  of  ADF  cultures.  That  his  recommendations  were  not  fully  accepted  may  indicate 
that  the  ADF  is  less  willing  to  embrace  deep  changes  to  the  informal  elements  of  its 
culture  than  it  is  to  adopt  measures  to  modify  formal  elements  of  its  culture. 
Alternatively,  this  may  indicate  that  the  ADF  lacks  the  institutional  knowledge  of  how  to 
change  its  informal  culture. 

Secondary  Research  Question  2B:  Is  the  ADF 
Applying  a  Systems-Based  Approach? 

Secondary  research  question  2B  is:  Does  the  ADF’s  Pathway  to  Change  program 
apply  a  systems-based  approach  as  described  in  academic  research  methodology?  This 
question  is  answered  by  assessing  if  the  four  activities  of  Soft  System  Methodology  are 
evident  in  Pathway  to  Change  and  in  the  eight  reviews  it  draws  recommendations  from. 
These  activities  and  the  results  of  this  assessment  are  shown  in  table  4. 


57 


Table  4.  Assessment  of  the  Application  of  Soft  Systems  Methodology 
Activities  in  Pathway  to  Change 


Policy  Document 

Soft  Systems  Metl 

tiodology  Activity 

Finding  out 
about 

problematic 

situation 

Model 
building 
based  on 
world 
views 

Stmctured 
discussion 
to  find 
desirable 
and 

culturally 

feasible 

outcomes 

Define  or 
take  action 
to  improve 
situation 

Pathway  to  Change:  Evolving 
Defence  Culture 

YES 

NO 

NO 

YES 

Orme:  Review  of  ADF  Personal 
Conduct 

YES 

YES 

YES 

YES 

Hamilton:  Review  of  the  use  of 
Alcohol  in  the  ADF 

YES 

NO 

NO 

YES 

Hudson:  Review  of  Social  Media 
and  Defence 

YES 

YES 

YES 

NO 

Earley:  Review  of  Management  of 
Incidents 

YES 

YES 

YES 

NO 

Broderick  (Ph.  1)  Review  of 
Treatment  of  Women  at  ADFA 

YES 

NO 

NO 

YES 

Broderick  (Ph.  2)  Review  of 
Treatment  of  Women  in  the  ADF 

YES 

NO 

NO 

YES 

McGregor:  Review  of 

Employment  Pathways  for  APS 
Women  in  the  Department  of 
Defence 

YES 

YES 

YES 

YES 

Black:  Review  of  Defence  Force 
Accountability  Framework 

YES 

YES 

YES 

YES 

Source:  Created  by  author. 


Table  4  shows  that  the  application  of  all  four  of  the  activities  of  Soft  Systems 
Methodology  are  evident  in  three  of  the  nine  reviews.  A  further  two  reviews  reflect  use  of 
three  of  the  activities,  while  four  of  the  reviews  apply  only  two  of  the  activities.  All  nine 
reviews  applied  the  first  activity  in  the  table-“finding  out  about  problematic  situation”- 
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indicating  that  conduct  of  these  reviews  has  made  a  eontribution  to  identifying  the  factors 
influencing  culture  in  the  ADF.  The  reviews  have  identified  the  owners  of  the  issues 
being  addressed,  the  social  roles,  norms  and  values  of  these  groups,  and  manner  in  which 
power  is  expressed  around  the  issue. 

Table  4  identifies  that  four  reports  {Pathway  to  Change',  the  Hamilton  review 
addressing  the  use  of  alcohol  in  the  ADF;  and  both  phases  of  the  Broderiek  review 
regarding  the  treatment  of  women  at  ADFA  and  in  the  ADF)  apply  only  two  of  the  four 
activities  of  Soft  System  Methodology,  and  fail  to  apply  the  same  two  activities — “model 
building  based  on  world  views”  and  “struetured  discussion  to  find  desirable  and 
culturally  feasible  outcomes.”  These  four  reviews  have  identified  the  main  stakeholders 
and  soeial  roles,  norms  and  values  to  be  changed.  However,  they  have  failed  to  broadly 
consider  the  different  worldviews  of  all  individuals  and  groups  who  have  ownership  of 
the  issues  they  seek  to  address.  As  a  result,  these  reviews  do  not  reflect  a  structured 
conversation  or  consideration  of  the  issue  in  a  manner  that  seeks  to  build  genuine 
eonsensus  or  a  solution  that  accommodates  differing  worldviews.  Aecordingly,  the 
reeommendations  of  these  reports  tend  to  rely  upon  the  arbitrary  exereise  of  power  for 
their  implementation. 

An  example  of  this  ean  be  seen  in  the  Review  of  the  use  of  Alcohol  in  the  ADF. 
This  report  identifies  the  underlying  elements  of  Australian  and  ADF  culture  that 
eontribute  to  the  issues  caused  by  alcohol  abuse  in  the  ADF.  Instead  of  seeking  to  engage 
with  those  members  of  the  ADF  who  demonstrate  these  practiees,  the  review 
reeommends  policy  and  procedural  changes  that  attempt  to  modify  behavior  without 
addressing  the  underlying  informal  cultural  issues. 
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This  same  pattern  is  also  evident  in  both  of  the  Broderiek  reviews,  whieh  provide 
valuable  insights  into  the  varied  informal  eultural  roles,  norms  and  values  that  influenee 
the  treatment  of  women  in  the  ADF  and  at  ADFA.  However,  these  reviews  also  fail  to 
fully  eonsider  differing  values  and  to  develop  reeommendations  that  are  likely  to  be  well 
supported  by  people  holding  differing  worldviews.  An  example  of  this  ean  be  seen  in  the 
reeommendation  to  improve  the  quality  of  staff  at  ADFA.  The  report  identifies  the 
underlying  reasons  why  the  eareer  management  ageneies  and  many  ADF  offieers  and 
senior  non-eommissioned  offieers  eonsider  a  staff  posting  at  ADFA  to  be  undesirable 
(Commissioner  2011,  23).  While  it  goes  on  to  reeommend  improving  the  quality  of  staff, 
the  report  fails  to  eonsider  measures  that  would  ehange  underlying  eultural  issues  that 
prevent  ADFA  from  eonsistently  attraeting  the  highest  quality  staff.  The  results  of  this 
are  refieeted  in  Commissioner  Broderiek’ s  2013  audit  of  her  initial  review  in  whieh  she 
found  that  “in  2012  there  was  still  wide  variability  in  the  quality  of  staff  posted  at 
ADFA”  (Australian  Human  Rights  Commissioner  2013,  9). 

The  Pathway  to  Change  report  fails  to  re  fleet  applieation  of  “model  building 
based  on  world  views”  and  “struetured  diseussion  to  find  desirable  and  eulturally  feasible 
outeomes.”  Two  faetors  eould  be  at  play  here.  First,  three  of  the  eight  reports  informing 
the  review  did  not  address  the  aetivities.  Seeond,  as  Pathway  to  Change  draws  heavily  on 
the  reports  it  takes  reeommendations  from,  it  is  fair  to  aeeept  that  although  these 
aetivities  are  not  refieeted  in  the  doeument  itself,  they  have  to  some  extent  oeeurred  by 
virtue  of  the  faet  that  they  are  evident  in  five  of  the  supporting  reviews.  For  this  reason, 
in  judging  the  extent  to  whieh  the  report  utilizes  a  system-based  approaeh,  it  is  important 
to  also  eonsider  if  it  has  been  employed  in  its  souree  doeuments. 
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Both  Hudson’s  Review  of  Social  Media  and  Defence  and  Earley’s  Review  of  the 
Management  of  Incidents  and  Complaints  in  Defence,  appear  to  have  undertaken  three  of 
the  four  activities  of  a  system-based  approach,  but  not  the  activity  to  “define  or  take 
action  to  improve  the  situation.”  While  both  reports  make  recommendations,  they  address 
only  structures  and  process,  while  not  directly  addressing  attitudes.  This  may  be  due  to 
the  reviews  being  narrowly  focused  on  reviewing  legal  and  technical  systems.  While  they 
have  considered  the  role  of  attitudes  and  values  in  the  reports,  the  resulting 
recommendations  focus  purely  upon  amending  or  reinforcing  structures  or  procedures;  an 
appropriate  outcome  for  highly  focused  reports  of  this  nature  that  can  be  used  to  inform 
broader  organizational  plans  to  address  attitudes.  One  of  the  submissions  to  Earley’s 
review  noted:  “it  is  emphasized  that  this  review  has  largely  been  conducted  in  isolation  of 
the  other  concurrent  reviews  into  Defence  culture.  Therefore,  its  recommendations  will 
need  to  be  reconciled  with  those  of  the  other  reviews”  (Department  of  Defence 
(Australia)  2011b,  2-2). 

Three  reports  reflect  the  use  of  all  four  activities.  These  are:  Orme’s  Beyond 
Compliance',  McGregor’s  Review  of  Employment  Pathways  for  APS  Women  in  the 
Department  of  Defence',  and  Black’s  Review  of  the  Defence  Force  Accountability 
Framework. 

Major  General  Orme’s  review  considering  personal  conduct  in  the  ADE,  focuses 
most  heavily  on  implementing  cultural  change  by  developing  an  understanding  of 
cultural  factors  that  influence  the  conduct  of  ADE  member  and  then  proposing  an 
alternate  inclusive  culture  based  on  the  Australian  Profession  of  Arms  concept  (Orme 
2011,  37).  This  approach  recognizes  the  divergent  values  that  exist  inside  the  ADE  and 
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attempts  to  provide  an  alternate  narrative  upon  whieh  to  base  mutually  aeeeptable  values 
and  norms.  Considered  in  their  entirety  the  reeommendations  from  this  report  suggest 
aetions  that  are  designed  to  ehange  struetures,  proeesses,  and  attitudes  eoneurrently. 

The  Review  of  Employment  Pathways  for  APS  Women  in  the  Department  of 
Defence  also  appears  to  employ  all  four  aetions  of  a  systems-based  approaeh  to  eultural 
ehange.  It  is  the  only  review  that  expressly  elaims  to  use  an  established  theoretieal 
framework  addressing  the  different  levels  of  eulture  in  the  eonduet  of  researeh.  A 
framework  was  applied  to  assist  researeh  during  employee  foeus  groups  that  examined 
five  elements  of  organizational  eulture:  “norms  and  praetiees;  leadership;  symbols; 
traditions  and  rituals;  and  stories  and  legends”  (Department  of  Defence  201  Id,  32).  These 
elements  reflect  the  informal  elements  of  culture  and  are  therefore  likely  to  have  focused 
the  research  on  the  different  worldviews  that  exist  within  the  organization. 

In  considering  the  four  systems-based  approach  actions,  Black’s  Review  of  the 
Defence  Force  Accountability  Framework  defines  the  cultural  environment  in  which 
Defence  accountability  takes  place  and  provides  recommendations  for  accountability 
interventions.  It  goes  on  to  investigate  “how  to  ensure  that  accountability  interventions 
lead  to  the  necessary  changes  in  behavior”  and  in  so  doing  addresses  the  issue  by 
considering  a  number  of  elements  of  both  formal  and  informal  culture,  by  use  of  a 
“model  for  influencing  mindset  and  behavior  shifts”  (Black  2011,  101).  This  is  shown 
below  as  figure  4.  The  model  supports  a  systems-based  approach;  particularly  because  it 
focuses  on  the  need  to  foster  understanding,  which  is  most  likely  to  be  developed  by  a 
structured  discussion  aimed  at  identifying  mutually  desirable  outcomes. 
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MODEL  FOR  INFLUENCING  MINDSET  AND  BEHAVIOUR  SHIFTS 

“1  will  change  my  own  behaviour  if...” 

Role-modelling 

Fostering  understanding 

"1  see  superiors,  peers  and 

and  conviction 

subordinates  behaving  in  the 

“1  know  what  is  expected  of 

new  way” 

me  - 1  agree  with  it,  and  it  is 
meaningful” 

Mindset  and 

behaviour  shifts 

Developing  talent  and  skills 

Reinforcing  with  formal 

“1  have  the  skills  and  competencies 

mechanisms 

to  behave  in  the  new  way” 

“The  structures,  processes  and 
systems  reinforce  the  change 
in  behaviour  1  am  being  asked 
to  make" 

Source;  McKinsey  &  Corrpany 

Figure  4.  Model  for  influencing  mindset  and  behavior  shifts 

Source:  Rufus  Black,  Review  of  Defence  Force  Accountability  Framework  (Canberra; 
Department  of  Defence  (Australia),  2011),  101. 


After  considering  all  the  reports,  this  research  reveals  that  the  Pathway  to  Change 
program  has  employed  many  of  the  activities  and  methods  of  a  systems-based  approach 
to  cultural  change.  However,  the  research  also  shows  that  in  some  areas  a  systems-based 
methodology  has  not  been  comprehensively  applied;  most  particularly  for  the  activities  of 
“model  building  based  on  world  views”  and  “structured  discussion  to  find  desirable  and 
culturally  feasible  outcomes.”  Where  it  is  not  apparent  that  these  methods  have  been 
employed  in  the  conduct  of  reviews  there  is  a  tendency  to  offer  recommendations  that 
rely  on  the  arbitrary  use  of  power  for  implementation.  If  implemented,  such 
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recommendations  are  likely  to  achieve  reform  of  the  formal  elements  of  the  ADF’s 
culture,  but  not  the  informal  elements. 


Findings:  Primary  Research  Question 

The  primary  research  question  addressed  by  this  study  is:  Does  Pathway  to 

Change-thQ  ADF’s  current  culture  change  program-effectively  address  both  the  formal 

and  informal  elements  of  ADF  culture? 

Considered  as  a  whole,  the  research  conducted  for  the  secondary  research 

questions  indicates  that  Pathway  to  Change  effectively  addresses  formal  elements  of 

ADF  culture  but  does  not  comprehensively  address  informal  aspects  of  the  ADF’s 

culture.  Cultural  change  theory  indicates  that  such  an  approach  is  likely  to  result  in  the 

ADF’s  formal  and  informal  systems  of  culture  being  out  of  alignment.  If  this  occurs  the 

ADF  is  unlikely  to  realize  significant  positive  cultural  change  or  improved  personal 

conduct  by  all  its  members.  The  research  also  indicates  that  the  recent  series  of  reviews 

into  ADF  culture  has  adopted  many  of  the  elements  of  a  systems-based  approach  to 

cultural  change.  When  fully  applied  such  approaches  are  a  proven  method  to  effectively 

lead  change  in  both  the  formal  and  informal  elements  of  an  organization’s  culture. 

Importantly,  all  these  reviews  have  made  considerable  contributions  to  the  development 

of  a  sound  understanding  of  the  complex  cultural  environment  within  the  ADF.  This 

understanding  provides  an  excellent  platform  from  which  the  ADF  can  more  fully 

address  the  informal  elements  of  its  culture. 

A  comparison  of  the  findings  from  secondary  research  questions  IB  and  2B 

reveal  that  the  reviews  that  fully  apply  a  systems-based  approach  were  more  likely  to 

make  recommendations  that  addressed  informal  as  well  as  formal  elements  of  the  ADF’s 

64 


culture.  This  is  particularly  evident  in  the  Beyond  Compliance  review  into  personal 
conduct  in  the  ADF  and  also  in  the  Review  of  Employment  Pathways  for  Women  in  the 
ADF.  Although  not  fully  applying  a  systems-based  approach,  the  two  reviews  by 
Commissioner  Broderiek  eovering  the  treatment  of  women  at  ADFA  and  in  the  ADF 
made  a  number  of  recommendations  aimed  at  addressing  informal  elements  of  ADF 
culture.  Some  of  these  recommendations  identify  the  need  to  change  informal  culture, 
however  do  not  identify  the  method  to  achieve  such  cultural  change.  This  indicates  that 
the  reviews  that  fully  applied  a  systems-based  approaeh  have  developed  more  praetieal 
and  actionable  recommendations  to  address  informal  elements  of  culture. 

The  research  also  reveals  that  several  of  the  recommendations  presented  in 
Pathway  to  Change  that  proposed  the  broadest  and  most  significant  actions  to  address 
informal  eulture  were  not  fully  accepted  and  endorsed  by  ADF  senior  leadership.  This 
includes  all  three  recommendations  addressing  informal  elements  of  culture  made  in 
Major  General  Orme’s  review,  which  received  only  “in-principle”  agreement.  Given  that 
changing  informal  elements  of  organizational  culture  usually  takes  longer  and  is  more 
diffieult  to  achieve  than  formal  elements  of  culture,  the  failure  to  adopt  such 
recommendations  (or  a  similar  alternative)  is  likely  to  result  in  changes  to  the  informal 
elements  of  ADF  eulture  lagging  behind  change  to  its  formal  elements. 

Summary  and  Conclusions 

Overall  the  approaeh  to  cultural  change  articulated  by  the  ADF  in  Pathway  to 
Change  effectively  addresses  the  formal  elements  of  its  culture,  however  it  falls  shorts  of 
eomprehensively  addressing  the  informal  elements  of  ADF  culture.  The  many  reviews 
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that  informed  Pathway  to  Change  did  consider  methods  to  improve  informal  culture  in 
the  ADF,  however  more  work  is  required  to  effectively  drive  changes  to  in  this  area. 

Next,  chapter  5  concludes  the  thesis  by  offering  an  interpretation  of  these 
findings.  It  also  provides  recommendations  for  further  research  regarding  the  challenges 
faced  in  effectively  implementing  cultural  change  in  the  ADF.  Finally,  it  offers  broad 
recommendations  as  to  how  the  ADF  can  more  effectively  evolve  informal  elements  of 
its  culture. 
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CHAPTER  5 


CONCLUSIONS  AND  RECOMMENDATIONS 

One  excellent  way  to  maintain  a  hypothesis  indefinitely  is  to  ignore  information 

that  does  not  conform  to  it. 

—  Dietrich  Doerner,  The  Logic  of  Failure 

Introduction 

The  purpose  of  this  thesis  is  to  investigate  if  Pathway  to  Change-the  ADE’s 
current  cultural  change  program-is  effectively  addressing  both  formal  and  informal 
elements  of  the  organization’s  culture.  It  examines  the  theoretical  work  on  organizational 
cultural  change,  and  shows  that  the  weight  of  expert  opinion  supports  the  need  to 
concurrently  address  both  formal  and  informal  element  of  an  organization’s  culture  to 
implement  effective  and  lasting  change.  It  shows  that  the  application  of  a  systems-based 
methodology  in  pursuing  cultural  change  is  a  well-proven  method  to  effectively  develop 
and  implement  changes  to  both  the  formal  and  informal  elements  of  an  organization’s 
culture.  The  study  tests  the  extent  to  which  the  ADE’s  current  cultural  change  program  is 
addressing  the  formal  and  informal  levels  of  its  culture  and  investigates  if  it  is  employing 
a  systems-based  methodology. 

The  recommendations  to  achieve  cultural  change  presented  in  Pathway  to  Change 
predominantly  address  formal  elements  of  the  ADE’s  culture.  Only  15  percent  of  the 
presented  recommendations  address  informal  elements  of  the  ADE’s  culture,  and  some  of 
these  fail  to  articulate  meaningful  implementation  mechanisms.  The  potential  impact  of 
implementing  this  small  number  of  recommendations  is  reduced,  as  the  ADE’s  senior 
leadership  has  not  fully  endorsed  a  number  of  the  recommendations  that  most  broadly 
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address  informal  culture.  This  analysis  contends  that  the  ADF’s  cultural  change  program 
is  not  effectively  addressing  informal  elements  of  the  organization’s  culture. 

This  study  of  the  extent  to  which  the  ADF  is  taking  a  systems-based  approach  to 
cultural  change  finds  that  many  parts  of  such  an  approach  are  evident  in  the  various 
reviews  into  culture.  It  shows  that  the  reviews  provide  a  detailed  analysis  of  the  complex 
cultural  challenges  that  must  be  addressed  to  effectively  implement  cultural  change. 
However,  the  study  finds  the  key  actions  of  a  systems-based  approach  had  not  occurred 
in  the  conduct  of  many  of  the  reviews.  In  particular,  it  notes  that  the  reviews  often  failed 
to  fully  consider  all  the  different  values  or  worldviews  concerning  an  issue  and  to  foster  a 
discussion  to  develop  and  implement  mutually  agreeable  outcomes.  On  the  positive  side, 
as  many  elements  of  a  systems-based  approach  were  applied,  the  reviews  provide  a  solid 
foundation  upon  which  the  ADF  could  more  usefully  adopt  a  systems-based  approach  in 
the  future. 

This  chapter  offers  further  interpretation  of  the  findings  of  this  research.  It  also 
outlines  recommendations  for  both  continued  research  and  for  ADF  actions  in  pursuing 
effective  culture  change. 

Interpretation  of  Findings 

The  results  of  this  study  indicate  that  the  Pathway  to  Change  program  is  unlikely 

to  achieve  significant  improvement  in  the  informal  elements  of  ADF  culture.  As  such. 

Pathway  to  Change  may  not  have  a  substantial  positive  or  lasting  impact  on  ADF  culture, 

unless  and  until  it  adopts  measures  that  more  fully  address  its  informal  culture.  The  study 

also  indicates  that  the  five-year  timeline  proposed  for  the  implementation  of  Pathway  to 

Change  is  ambitious.  Many  changes  to  formal  elements  of  ADF  culture  may  be 
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progressed  in  this  timeframe,  but  based  on  aeademic  finding  from  studies  of  large 
organizations,  it  is  unlikely  that  the  current  program  will  accomplish  meaningful  changes 
to  informal  elements  of  ADF  culture  so  quickly. 

The  focus  of  the  recommendations  in  Pathway  to  Change  on  the  formal  elements 
of  ADF  culture  reflects  the  report’s  own  criticism  of  previous  attempts  at  cultural  change 
as  being  only  “new  processes,  new  systems  and  new  rules”  that  alone  are  insufficient  to 
prevent  problems  arising  from  deeper  cultural  issues  (Department  of  Defence  (Australia) 
2012c,  8).  This  perhaps  represents  a  cultural  bias  in  Defence  towards  seeking 
bureaucratic  and  procedural  solutions  that  have  easily  measurable  outcomes  and  are 
pleasing  to  politicians.  Effecting  lasting  change  to  the  informal  ADF  sub-cultures  is 
likely  to  require  a  more  engaging  approach  for  which  measures  of  effectiveness  may  not 
be  as  readily  available. 

Unexpected  Findings 

The  most  unexpected  finding  of  the  study  is  how  closely  many  of  the  processes 

used  in  conducting  the  reviews  reflected  a  systems-based  approach.  Upon  initial  reading 

of  the  reviews,  evidence  of  a  systems-based  approach  was  not  immediately  evident. 

However,  a  more  detailed  analysis  identified  many  of  the  activities  espoused  by  systems- 

based  approach  theorists.  An  equally  unexpected  finding  was  that  the  area  in  which  the 

greatest  divergence  from  a  systems-based  approach  occurs  was  not  in  failing  to 

identifying  all  the  stakeholders  and  their  different  values  that  influence  sub-cultural 

norms  but,  rather,  in  building  a  full  understanding  of  the  different  worldviews  and  in 

facilitating  structured  discussions  to  identify  and  implement  outcomes  that  are  widely 

acceptable  and  in  alignment  with  differing  informal  cultural  values.  This  finding  presents 
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an  opportunity  for  the  ADF  to  act  as  it  indicates  that,  collectively,  the  reviews  have 
already  completed  the  time-consuming  process  of  identifying  and  understanding  the 
problematic  situation.  This  offers  a  strong  position  from  which  the  ADF  can  more  fully 
implement  a  systems-based  approach  to  changing  its  culture. 

Recommendations 

Recommendations  are  presented  for  further  research,  as  a  reflection  upon  the 
research  methodology  and  topic,  and  as  recommendations  for  actions  by  the  ADF. 

Recommendations  for  Further  Research 

The  opportunities  for  further  research  are  extensive  given  the  complex  cultural 
elements  of  an  organization  as  large  as  the  ADF  and  the  vast  amount  of  theory  on  cultural 
change  available  to  examine  these  elements.  This  study  identified  seven  areas  where 
further  research  would  be  of  significant  worth  to  the  body  of  knowledge  on  culture 
change  in  the  ADF. 

The  first  research  recommendation  is  the  conduct  of  a  comparative  analysis  to 
investigate  if  Pathway  to  Change  is  employing  significantly  different  methods  to  seek 
cultural  change  than  pervious  ADF  programs  and  policies.  Such  an  investigation  should 
seek  to  establish  if  differences  exist  in  the  quantity  or  nature  of  content  of  policies 
applied  to  encourage  cultural  change. 

Second,  research  is  recommended  to  examine  if  Pathway  to  Change,  or  a  specific 
element  of  this  program,  is  employing  the  principles  of  John  Kotter’s  “Eight-Stage 
Process  of  Creating  Major  Change”  (Kotter  1996).  This  process  has  a  well-established 
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record  for  facilitating  effective  cultural  change.  Such  research  would  provide  further 
insight  into  whether  ADF  policy  reflects  “best  practice.” 

Third,  while  this  study  has  examined  the  nature  of  ADF  cultural  change  policy  as 
it  is  expressed  in  the  Pathway  to  Change  program,  there  may  be  value  in  conducting 
similar  research  to  assess  new  policies  and  approaches  as  they  are  released.  Such  research 
could  examine  updates  to,  or  audits  of,  the  Pathway  to  Change  program  to  determine  if 
the  ADF’s  approach  to  cultural  change  is  evolving  towards  more  fully  addressing 
informal  elements  of  its  culture  or  more  fully  adopting  a  systems-based  approach. 

Fourth,  the  ADF  should  invite  and  support  long-term  academic  research  of 
specific  sub-cultures  in  the  ADF.  Such  research  could  broadly  inform  ongoing  attempts 
to  understand  ADF  culture  and  sub-cultures. 

Fifth,  research  should  be  conducted  into  the  effectiveness  of  the  McKinsey 
methodology  (shown  as  figure  4)  that  was  used  in  the  Review  of  the  Defence  Force 
Accountability  Framework.  Such  research  would  best  be  conducted  by  long-term 
observation  of  the  results  of  practical  application  of  this  methodology  in  selected  ADF 
sub-cultures. 

Sixth,  research  could  investigate  the  amount  of  effort  needed  to  change  informal 
elements  of  military  sub-cultures.  Such  research  should  aim  to  identify  if  a  “tipping 
point”  exists. 

Seventh,  ADF  cultural  change  polices  could  be  further  analyzed  by  applying 
qualitative  instead  of  quantitative  measures.  Such  research  should  aim  to  identify  if  a 
small  number  of  significant  actions  are  sufficient  to  influence  informal  culture. 
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Reflections  on  Topic  and  Methodology 


The  primary  and  secondary  research  questions  were  revised  several  times  during 
the  conduct  of  this  study.  Revisions  to  the  questions  occurred  as  the  nature  of  culture 
change  theory  became  more  apparent  to  the  author.  Each  revision  of  the  research 
questions  focused  the  thesis  upon  addressing  a  narrower  and  more  defined  set  of 
questions.  The  main  lesson  learnt  regarding  research  methodology  during  this  process 
was  the  value  of  a  well-defined  method  for  creating  quantitative  data  for  later 
consideration. 


Recommendations  for  ADF  Action 

This  study  has  identified  several  issues  that  deserve  attention  by  those  committed 
to  enhancing  ethical  conduct  by  transforming  ADF  culture  or  sub-cultures.  Some  areas  of 
concern  over  individual  policy  or  elements  of  culture  are  identified  in  the  body  of  this 
report.  However,  the  recommendations  proposed  below  remain  intentionally  generic. 
They  are  offered  to  provide  insights  into  the  means  of  leading  cultural  change  so  that  they 
aid  those  charged  with  stewardship  of  ADF  culture  in  the  ongoing  endeavor  for 
improvement. 

While  this  study  has  identified  weaknesses  in  the  implementation  of  the  Pathway 

to  Change  program,  it  is  critical  that  the  ADF  persists  with  and  modifies  the  program.  In 

its  current  form  it  is  effectively  driving  changes  that  address  many  formal  elements  of 

ADF  culture.  It  has  greatly  enhanced  the  organization’s  understanding  of  its  culture  and 

the  informal  elements  of  culture  that  need  to  be  aligned  with  its  formal  policies  and 

values.  The  conduct  of  the  Pathway  to  Change  program  to  date  has  placed  the  ADF  in  a 

strong  position  from  which  it  can  readily  focus  on  addressing  informal  elements  of  its 
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culture.  It  is  recommended  that  in  the  ongoing  conduct  of  the  Pathway  to  Change 
program,  greater  emphasis  be  applied  to  addressing  informal  elements  of  culture. 

With  the  notable  exception  of  Major  General  Orme’s  report,  the  reviews 
commissioned  to  inform  Pathway  to  Change  tended  to  focus  on  single  issues  and  have 
been  conducted  by  people  outside  of  the  ADF.  These  reports  proved  valuable  in  that  they 
highlighted  important  issues  and  that  their  independent  nature  allowed  them  to  identify 
some  ideas  that  may  not  have  been  readily  seen  from  within  the  organization.  Conducting 
reviews  in  this  manner,  however,  may  also  have  contributed  to  a  bias  towards 
bureaucratic  and  procedural  solutions  that  do  not  consider  ADF  culture  in  its  full 
complexity.  The  conduct  of  Pathway  to  Change  should  now  be  more  fully  led  by  ADF 
leadership,  particularly  in  the  development  of  policies  for  implementation.  In  his  work  on 
avoiding  errors  when  solving  complex  problems,  Dietrich  Domer  argues  that  there  is 
more  value  in  broadly  defining  a  problem  and  enabling  subordinates  to  find  solutions 
rather  than  relying  on  eminent  “independent  advisors”  who  can  make  problems  harder  to 
solve  by  adding  to  the  complexity  of  the  problem  (Domer  1996,  161). 

Domer’ s  argument  suggests  that  Pathway  to  Change  may  be  better  implemented 
through  a  decentralized  approach  and  is  worthy  of  consideration.  Such  an  approach 
would  require  the  ADF’s  senior  leadership  to  provide  a  clearly  defined  statement  of 
intent  to  the  organization  and  then  allow  subordinate  commanders  the  time,  space  and 
resources  to  develop  and  implement  ways  to  achieve  this  intent.  There  would  also  need  to 
be  a  willingness  to  accept  short-term  risk,  as  some  areas  are  likely  to  progress  better  than 
others.  An  approach  of  this  nature  has  the  benefit  of  allowing  ADF  senior  leadership. 
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through  Pathway  to  Change,  to  continue  to  address  predominantly  formal  aspects  of  ADF 
culture,  while  enabling  subordinate  commanders  to  address  informal  elements  of  culture. 

The  Pathway  to  Change  review  was  restricted  in  its  ability  to  develop 
eomprehensive  poliey,  beeause  it  drew  all  of  its  recommendations  from  its  supporting 
reports.  It  did  not  develop  any  of  its  own  reeommendations  for  implementation.  Overall, 
this  study  shows  that  the  reports  produced  recommendations  that  addressed 
predominantly  formal  elements  of  culture.  Nonetheless,  they  have  also  provided  quality 
information  on  the  informal  cultures  within  the  ADF  that  can  be  used  to  inform  the 
development  of  plans  to  improve  this  culture.  While  narrowly  foeused  reviews  should 
continue  to  be  used  to  inform  planning,  in  future  it  would  be  prudent  to  develop 
comprehensive  reeommendations  after  considering  the  broader  situation,  instead  of 
simply  applying  the  findings  of  the  many  narrowly  focused  reports. 

As  systems-based  methodologies  have  been  shown  to  be  an  effective  means  of 
developing  and  implementing  cultural  change,  this  study  recommends  that  the  ADF 
invest  in  developing  models  for  systems-based  approaehes  to  addressing  issues.  Sueh 
models  should  be  taught  to  those  involved  in  developing  culture  change  policy.  This 
education  should  include  offieers  and  non-eommissioned  officers  at  unit  level  so  that  the 
issue  can  be  addressed  in  a  decentralized  manner. 

At  least  to  begin  with,  the  implementation  of  sueh  programs  will  require  the 
support  of  highly-qualified  cultural  change  experts.  These  experts  should  be  engaged  to 
support  members  of  the  ADF  in  the  proeess  of  developing  measures  to  evolve  sub- 
eultures.  Soft  Systems  Methodology  offers  a  proven  method  with  which  experts  eould 
assist  in  facilitating  such  change  at  unit  level. 
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It  is  recommended  that  Major  General  Orme’s  Australian  Profession  of  Arms 
concept  be  reconsidered  for  implementation.  Of  all  the  recommendations  made  in 
Pathway  to  Change  it  most  broadly  defines  a  means  to  approach  reform  of  the  informal 
norms  and  values  of  ADF  culture  in  offering  an  alternative  narrative  with  which  to 
engage  with  the  differing  opinions  and  values  within  the  organization  to  seek  to  build 
consensus. 

Finally,  this  study  recommends  that  ADF  leadership  accept  that  genuine  changes 
to  ADF  culture  is  likely  to  take  significantly  longer  than  the  five-year  timeframe 
expressed  in  Pathway  to  Change.  While  this  timeframe  may  have  been  adopted  to  create 
a  sense  of  urgency  for  change,  it  is  unlikely  that  sustainable  change  to  the  informal 
cultures  in  the  ADF  can  occur  this  quickly.  Taking  such  a  short-term  view  to  cultural 
change  may  bias  actions  towards  focusing  on  the  implementation  of  bureaucratic  and 
procedural  measures  rather  than  impacting  on  informal  culture.  Taking  a  longer-term  and 
more  incremental  approach  to  cultural  change  would  allow  the  ADF  to  more  evenly 
address  both  formal  and  informal  elements  of  its  culture. 

Summary  and  Conclusions 

This  study  has  investigated  if  Pathway  to  CAange-ADF’s  current  cultural  change 
program-is  effectively  addressing  both  formal  and  informal  elements  of  its  culture.  It  has 
examined  the  theoretical  work  on  organization  cultural  change,  and  shown  that  the 
weight  of  expert  opinion  supports  the  need  to  concurrently  address  both  formal  and 
informal  element  of  an  organization’s  culture  to  implement  effective  and  lasting  change. 
It  has  also  shown  the  application  of  a  systems-based  methodology  in  pursuing  cultural 


75 


change  to  be  a  well-proven  method  to  effectively  develop  and  implement  changes  to  both 
the  formal  and  informal  elements  of  an  organization’s  culture. 

The  study  has  found  that  the  reeommendations  to  achieve  cultural  change  that  are 
presented  in  Pathway  to  Change  predominantly  address  formal  elements  of  the  ADF’s 
culture,  and  that  only  15  pereent  of  the  presented  reeommendations  address  informal 
elements  of  culture.  This  study  identified  strong  indieations  that  the  ADF’s  cultural 
change  program  is  not  effectively  addressing  informal  elements  of  the  organization’s 
eulture.  Given  that  established  eulture  change  theory  shows  that  change  to  both  formal 
and  informal  elements  of  an  organization’s  culture  is  required  to  realize  significant  and 
lasting  change,  the  ADF’s  Pathway  to  Change  program  appears  unlikely  to  significantly 
improve  the  ADF’s  ethical  behavior,  unless  it  more  comprehensively  addresses  the 
informal  elements  of  its  eulture. 
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APPENDIX  A 


SELECT  LIST  OE  ADF  REPORTS,  REVIEWS,  INQUIRIES,  AND 
INVESTIGATIONS  REGARDING  CULTURE  CHANGE 


Pathway  to  Change:  Evolving  Defence  Culture:  A  Strategy  for  Culture  Change  and 
Reinforcement:  Response  to  the  Defence  Culture  Reviews  and  Reform  Direction.  March 


2012. 


Directly  Informing  Pathway  to  Change 

Beyond  Compliance:  Professionalism,  Trust  and  Capability  in  the  Australian  Profession 
of Arms:  Report  of  the  Australian  Defence  Force  Personal  Conduct  Review.  2011. 

The  Use  of  Alcohol  in  the  Defence  Force:  Report  of  the  Independent  Advisory  Panel  on 
Alcohol.  2011. 


Reyiew  of  Soeial  Media  and  Defenee 

Review  of  the  Management  of  Incidents  and  Complaints  in  Defence  including  Civil  and 
Military  Jurisdiction.  2011. 

Review  into  the  treatment  of  Women  at  ADF  A.  2011. 

Review  of  the  treatment  of  Women  in  the  ADF.  2012. 

Review  of  Employment  Pathways  for  APS  Women.  201. 

DLA  Piper-Review  of  Allegations .  2011/2012. 

Review  of  Defence  Force  Accountability  Framework.  2011. 

Other 

Report  of  the  Review  of  the  Australian  Defence  Force  Academy  Military  Organisation 
and  Culture.  2009. 

Report  of  an  Audit  of  the  Australian  Defence  Force  Investigative  Capability.  2006. 

Rough  Justice?  An  investigation  into  allegations  of  brutality  in  the  army’s  parachute 
battalion.  2002. 

Report  of  an  Inquiry  into  Military  Justice  in  the  Australian  Defence  Force.  2001 . 

Review  into  Policies  and  Practices  to  Deal  with  Sexual  Harassment  and  Sexual  Offences 
at  the  Australian  Defence  Force  Academy.  1998. 
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Report  of  an  Investigation  into  allegations  of  initiation  practices,  physical  violence  and 
bullying  at  HMAS  LEEUWIN  and  on  board  HMAS  SYDNEY.  1971. 

Committee  of  Enquiring  into  the  Royal  Military  College.  1970. 


Note:  The  list  of  previous  reviews  is  by  no  means  eomplete.  It  was  compiled  by  the 
author  as  reviews  were  discovered  during  research.  It  is  included  to  illustrate  the  quantity 
of  reviews  that  have  been  conducted,  and  as  an  aid  to  future  researchers. 
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APPENDIX  B 


SELECT  EXAMPLES  OE  METHODOLOGY  OE  SECONDARY  RESEARCH 

QUESTION  lA 


Example  I-Recommendation  addressing  formal  element  of  Culture 

The  following  recommendation  from  the  Earley  Review  is  assessed  to  address  formal 
elements  of  culture:  “3.  Information  on  grievance  processes  should  be  included  in  annual 
unit  induction  training  using  the  IGADE  Military  Justice  Awareness  Briefing  Package,  or 
something  similar,  as  a  model.” 

It  is  assessed  to  be  address  formal  element  of  culture  because  it  focuses  on  changing 
orientation  or  ongoing  training.  Trevino  and  Nelson’s  multisystem  ethical  framework 
defines  this  as  an  element  of  formal  culture. 

Example  2-Recommendation  addressing  formal  and  informal  elements  of  Culture 

The  following  recommendation  from  the  Earley  Review  is  assessed  to  address  both 
formal  and  informal  elements  of  culture:  “22.  Defence’s  administrative  policies  should  be 
amended  to  provide  for  administrative  suspension  from  duty,  including  the  circumstances 
in  which  a  Commander  may  suspend  an  ADE  member  and  the  conditions  which  may  be 
imposed  on  the  suspended  member.” 

It  is  assessed  to  address  formal  elements  of  culture  because  it  recommends  a  change  to  a 
policy.  The  multisystem  ethical  framework  defines  this  as  an  element  of  formal  culture. 

It  is  assessed  to  address  informal  elements  of  culture  because  the  recommendation  will 
allow  a  commander  to  more  quickly  remove  a  soldier  from  the  work  place  who  has 
displayed  unacceptable  behavior.  This  will  allow  a  change  to  the  current  norms  in  units. 
The  multisystem  ethical  framework  defines  this  as  an  element  of  informal  culture. 

Example  3-Recommendation  addressing  informal  element  of  Culture 

The  following  recommendation  from  the  McGregor  Review  is  assessed  to  address  formal 
elements  of  culture:  “1.4.  Deliver  unconscious  bias  experiential  training  to  the  Senior 
Leadership  Group.” 

It  is  assessed  to  address  an  informal  element  of  culture  because  it  aims  to  assist 
commanders  to  overcome  their  cultural  bias  and  alter  the  way  they  make  decisions.  This 
is  assessed  as  being  aimed  to  address  the  norms  of  the  organization.  Trevino  and 
Nelson’s  multisystem  ethical  framework  defines  this  as  an  element  of  informal  culture. 
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Is  any  man  afraid  of  change?  Why  what  can  take  place  without  change?  What  then  is 
more  pleasing  or  more  suitable  to  the  universal  nature? 

—  Marcus  Aurelius,  Meditations 
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